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The purpose of this study was to determine if training in self-management
principles would enhance the transfer of training in leadership skills to the work setting.
Managers, supervisors, and group leaders of a small manufacturing company served as
the participants for the study. Two training groups were formed, one which received
training in leadership skills only and another which received training in leadership skills
and self-management. Prior to and after training all participants completed a learning
measure and were rated by subordinates, peers, and/or supervisors on the demonstration
of leadership skills on the job. Results showed that training significantly increased
participants' learning measure scores for those skills taught in the training modules.
Leadership-training-only participants received significantly better behavioral ratings than
self-management participants, although this difference was deemed to be practically nonsignificant. The results suggest that participants gained a better understanding of
leadership skills through the leadership training modules. However, participants did not
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significantly increase their application of those skills on the job, and self-management did
not serve to enhance the transfer of training.
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Chapter I
Review of Literature
Introduction
Due to the competitive nature of today's labor market and the rapid increase in
technology, many organizations are emphasizing the need for enhanced skills among
members of their work force. Such an emphasis suggests the importance of training
programs that provide employees with the knowledge and skills to successfully perform
their job duties. The focus on training in organizations is highlighted by the recent figure
that over $100 billion is spent on instructional programs each year (Gist, Bavetta, &
Stevens, 1990). As Gist et al. note, only 10 percent of this training is considered to be
effective. Nevertheless, organizations continue to provide job-related training in hopes of
developing more efficient, productive employees.
Because much of an organization's success rests upon those who make important
decisions and who significantly influence other employees, it is very beneficial to
enhance the skills of those maintaining leadership positions. The types of skills
considered essential for leader effectiveness have changed as new theories of leadership
have been proposed. A review of the evolution of leadership theories will explicate this
shift in thinking regarding essential leadership skills. Further changes in skills important
to organizations' leaders then will be highlighted through a discussion of the distinction
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between management and leadership. Next, the types of leadership training actually
conducted in organizations and the effectiveness of that training will be addressed. The
specific skills taught in the leadership training program for the present study also will be
discussed. An explication of the role of self-management as a transfer of training method
will follow. The relationship between leadership and self-management also will be
discussed. The literature review will conclude with a statement of purpose and
hypotheses for the present study.
Leadership Theories
Theoretical notions regarding leadership have changed over the past few decades.
Each theory suggests a different view of what constitutes leadership and what deems a
leader effective. Rather than being seen as contradictory, these theories should be
considered attempts to explain the complete picture of leadership. Understanding
leadership as fully as possible should make the identification of essential leadership skills
much simpler. The following section will include a discussion of trait, behavior, and
contingency theories of leadership. These three types of theory are the most prevalent in
the leadership literature and outline significant advancements in the area of leader
emergence and effectiveness.
Trait Theories. The oldest theories of leadership assert that particular personality
traits determine the extent to which an individual is a leader. Borgatta, Bales, and Couch
(1954) supported this view by advocating a "great man" theory of leadership. This
theory, which marked the beginnings of an emphasis on traits, proposed that a genetic
component determined who emerged as the world's great leaders. In other words, leaders
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"were...born...not made" (Kirkpatrick & Locke, 1991, p. 48). In their study, Borgatta et
al. (1954) found that groups led by individuals identified as great men were significantly
more productive than those not led by such persons. Because a leader's success is
measured by that of the group he or she leads, such a result supported the belief that traits
do determine the effectiveness of a leader.
Further research attempted to outline the specific traits that made an individual a
successful leader. In his synthesis of leadership research, Stodgill (1948) found evidence
of five main factors that were consistently identified with effective leaders: capacity,
achievement, responsibility, participation, and status. Although key traits generally
emerge as being related to leadership, the degree of relation between these traits and
measures of leader effectiveness has not been very significant. The lack of significant
findings regarding the relationship between traits and leader effectiveness led Stodgill to
indicate that traits alone do not determine the degree to which an individual attains
leadership status. He believed that it is the interaction between these characteristics and
the situation that determines the person's role as a leader.
After falling into disrepute as a theory of leadership, the trait approach has once
again gained attention. Lord, De Vader, and Alliger (1986) reviewed studies by Mann
(1959) and Stodgill (1948), attempting to show that their methodologies were flawed and
that their results were misinterpreted. Although the latter two authors found significant
relationships between traits and leader status, they chose to underemphasize their
magnitude. Furthermore, later research attempted to generalize the relationship between
traits and perceptions of leadership (the focus of Stodgill's (1948) and Mann's (1959)
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studies) to a relationship between traits and leader effectiveness. By using the studies
included in Mann's (1959) research and ones conducted subsequent to that date, Lord et
al. (1986) showed that there were significant correlations between leader perceptions and
the following traits: intelligence, dominance, and masculinity/femininity. Although Lord
et al. (1986) indicated that the observed relationship could not be generalized to leader
effectiveness, they stressed the importance of perceptions of leadership. To be successful
in influencing others, they believed, an individual must be perceived as a leader. This
belief corresponds to studies, regarding attributes of leadership, whose results have
indicated that individuals perceived as a leader are deemed more effective because they
possess particular leader-like characteristics (Lord, Binning, Rush, & Thomas, 1978;
Mitchell, Larson, & Green, 1977).
Other recent research has categorized the most important traits into intelligence,
dominance, self-confidence, high levels of energy and activity, and task-relevant
knowledge (Bowditch & Buono, 1994; Kirkpatrick & Locke, 1991). Kirkpatrick and
Locke (1991) indicated that possessing such traits does not ensure effective leadership,
but makes it more likely a leader will acquire necessary skills and take necessary action
required for effective leadership. Kirkpatrick and Locke also note that some of the traits
they identify are not "traits" in the traditional sense—that is, most can be developed
through experience and training.
Another personality trait that has been associated with leadership is selfmonitoring. Self-monitoring is the degree to which an individual focuses on his or her
own behavior in social situations and controls the impressions he or she makes.
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Individuals identified as high in self-monitoring are very aware of their own behavior and
are able to easily change that behavior to fit the situation. Individuals identified as low in
self-monitoring do not consciously focus on their behavior to the degree of high selfmonitors and are consistent in their behavior, no matter the situation. Based on Snyder's
(1974) theory of self-monitoring, those individuals who are highly attuned to a situation
may be more likely to emerge as leaders than those low in self-monitoring. Research has
tended to support this theory. Kent and Moss (1990) found that the degree to which
individuals report themselves as emerging as leaders was significantly related to their
levels of self-monitoring. High self-monitors were significantly more likely to view
themselves as leaders than low self-monitors. Ellis, Adamson, Deszca, and Cawsey
(1988) found that high self-monitors are not only more likely to perceive themselves as
leaders but that others also view high self-monitors as leaders more often than they do
low self-monitors. Additionally, Garland and Beard (1979) and Zaccaro, Foti, and Kenny
(1991) showed that across different group tasks, high self-monitors consistently emerge
as leaders more often than do low self-monitors. Garland and Beard (1979) found that
self-monitoring was particularly related to leader emergence in fairly ambiguous tasks,
whereas self-monitoring was less important in structured tasks. This finding corresponds
to the idea that in general the need for leadership is not as great in highly structured
situations which provide their own guidance and feedback.
The results regarding self-monitoring and leader emergence emphasize the
importance of awareness in leadership positions. To become a leader, an individual may
benefit from the ability to gauge and adapt to a situation. Although a clear link between
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self-monitoring and leader effectiveness has not been established, it appears that a leader
who has a complete understanding of the situation and of how he or she influences others
is likely to be the more successful leader. Such a view suggests that personality
characteristics alone are not sufficient for the demonstration of effective leadership.
Upon recognizing the nature of the situation, the leader must then actually engage in
behaviors that demonstrate the performance of leadership.
Behavior Theories. A second approach to leadership emphasizes the behaviors
an individual demonstrates in performing his or her leadership duties. Proponents of this
theory believe that what an individual does determines his or her status and effectiveness
as a leader. Significant advancements in behavior theories of leadership were made at the
University of Michigan and Ohio State University. In the research at the University of
Michigan (Katz, Maccoby, & Morse, 1950), two distinct behaviors associated with
leadership were identified. According to this one-dimensional model of leadership
behavior, a leader was either task-oriented, employee-oriented, or was somewhere along
this continuum. Developments at Ohio State University (Fleishman, Harris, & Burtt,
1955) indicated a two-dimensional approach. A leader could be high or low on both
dimensions, termed "initiating structure" and "consideration" in the two-dimensional
model. The Ohio State studies found that these two dimensions accounted for
approximately 80% of variance in leader behavior.
Research has sought to determine the degree to which initiating structure and
consideration are related to organizational outcomes. In a review of studies regarding the
above-mentioned relationships, Korman (1966) determined that few variables, such as
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productivity and performance ratings, were significantly related to the behaviors
"initiating structure" and "consideration." Any significant relationship was specific to a
given study and was not consistent across other studies' findings. The vast majority of
studies reviewed by Korman (1966) utilized concurrent validity designs. For that reason,
it is difficult to ascertain the predictive ability of "initiating structure" and "consideration"
behaviors. It is very likely that leader behavior does affect the future behavior of
subordinates, and predictive designs would be needed to draw such a conclusion.
Blake and Mouton (1986) expounded upon the behavioral framework by
developing their Managerial Grid, or Leadership Grid as it is now known. This theory
views leadership behavior in terms of a concern for people and a concern for production,
factors very similar to consideration and initiating structure, respectively. Blake and
Mouton (1986) proposed that the most effective leader demonstrates high levels of both
behaviors and that such an orientation may be developed within all leaders through
training. Although intuitively it makes sense to expect the most effective leaders always
to be high on both behavioral dimensions, research has not supported this notion. Larson,
Hunt, and Osborn (1976) and Nystrom (1978) have shown that high concern for people
and high concern for production does not result in the most successful leaders in all
situations.
Given the results of studies investigating the behavioral theories of leadership, it
appears that a single style of leadership is not related to leader effectiveness. The
relationship between the leader's behaviors and his or her success seems to be very much
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dependent upon situational variables. In light of such a finding, contingency theories of
leadership attempting to more fully explain the process of leadership were developed.
Contingency Theories. Contingency theories of leadership propose that the degree
to which a leader is effective and/or useful depends on situational variables such as the
nature of the group, the type of task, and the amount of structure in the environment.
Although contingency theorists would not deny that a leader's behaviors are important,
they would not agree that a particular style of leadership is always effective.
Several prominent contingency theories of leadership have been proposed to
explain various aspects of a leader's role. One of the most widely researched leadership
theories is Fiedler's (1967) contingency theory. Rather than emphasizing changes in a
leader's behavior based on situational factors, Fiedler suggests that a leader should modify
the situation to achieve congruence between his/her style of leadership and the situation
favorableness. In highly favorable or highly unfavorable situations, a leader who is taskoriented is theorized to be most effective. Leaders who are relationship-oriented are
thought to be most effective in situations of moderate favorableness. The success of the
leader depends on his or her skill in assessing the favorableness of the situation and
adjusting the situation to fit his or her leadership style. Although the measure used to
determine an individual's leadership style and the practicality of applying the model have
been criticized, support for the theory's propositions has been widely documented
(Chemers & Skrzypek, 1972). The model also has provided a helpful framework for
conceptualizing leadership. As Fiedler (1967) has stated, since it is often difficult for an
individual to rapidly shift his or her style of leadership, it may be beneficial for that
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person to learn to change aspects of the situation to be more successful in the leadership
position.
A second contingency model of leadership was proposed by Hersey and
Blanchard (1988). They developed a situational framework for the two main types of
behaviors emphasized in behavior theories of leadership. The situational leadership
theory proposed that a subordinate's level of maturity, or task readiness, influences the
behavioral style of the leader. Graeff (1983) has questioned the ability to apply Hersey
and Blanchard's model but has noted its recognition of the situational view of leadership,
especially the role of subordinates in determining leader behavior and effectiveness.
The final contingency theory to be discussed is the Vroom-Yetton contingency
model (Vroom & Yetton, 1973). This model focuses specifically on decision-making
processes. Vroom and Yetton suggest that the degree of subordinate participation sought
in decision making depends upon the required quality of the decision, the necessary level
of subordinate acceptance, and the amount of time allowed for decision making. The
appropriateness of the leader's decision to include subordinate participation depends on
his/her skill in diagnosing the situation through a branching decision tree. Although the
model may be beneficial in providing a framework for determining subordinate
participation, its practicality in applied settings is questionable. Field (1979) examined
research on the Vroom-Yetton model, suggesting that there is a lack of evidence
regarding its validity. Furthermore, he indicated that the model's use may be restricted
since it focuses on a single leadership function.
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Summary of Leadership Theories
The review of leadership theories has indicated a shift in thinking regarding what
constitutes a leader and what makes a leader effective. Research has shown that it is not
simply who an individual is or what he or she does that determines his or her status as a
leader, but whether or not the individual displays certain behaviors in given situations. In
that regard, a more complete picture of leadership has been developed. The current focus
on contingent leadership theory emphasizes the leader's need for skills to either modify
his or her behavior or to change the surrounding environment. Whichever option is
selected, it is believed that a more comprehensive contingency view of leadership allows
the leader to most effectively perform his or her role.
The discussion about leadership theories suggests that an effective leader must be
skilled in assessing the situation and responding in a manner appropriate to that situation.
The leader also must demonstrate proficiency in other skills related to specific aspects of
leadership. For example, the Vroom-Yetton contingency model specified such a skill by
focusing on decision making in leadership positions. The discussion will now focus on
the skills that have been found to be most relevant to leadership positions. These skills
will be discussed in the context of the shift in organizational emphasis from management
principles to leadership skills.
Management versus Leadership
Traditionally, managers are considered to have engaged in activities which
focused heavily upon task-oriented behaviors. The following tasks often have been
related to a manager's role: planning, organizing, staffing, directing, controlling,
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coordinating, investigating, negotiating, evaluating, and supervising (Bowditch & Buono,
1994; Mahoney, Jerdee, & Carroll, 1965). This framework, however, does not take into
account the actual demands of a managerial position. Rather than viewing a manager's
position in purely "mechanistic" terms, it is more beneficial to recognize the complex
nature of this role. Mintzberg (1973) specified three roles employed by managers in an
attempt to identify the actual functions of these individuals: interpersonal, informational,
and decisional. Each role may be further broken down to reveal more specific roles of the
manager. The framework proposed by Mintzberg (1973) not only shows the complexity
of the manager's position but also the emphasis on more relationship-oriented or
consideration behaviors. To effectively disperse information and make organizational
decisions, the manager must rely on the "people" skills which fall into the category of
interpersonal roles.
A second model of actual managerial behaviors was proposed by Kotter (1982),
who categorized a manager's role into agenda setting, network building, and agenda
implementation. As with Mintzberg (1973), performance of these functions does not
solely rely on task-oriented behaviors. To effectively perform in the three identified
roles, a manager must engage in relationship-oriented behaviors. For example, to
establish agendas, the manager may include subordinates in the planning process rather
than making plans without their input (Bowditch & Buono, 1994).
The managerial models proposed by both Mintzberg and Kotter emphasize the
importance of relationship-oriented behaviors in a management position. Bass (1981)
supported this view by indicating that "skill as a leader and in relating to others is a most
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important requirement at all levels of management" (p. 273). Therefore, although
leadership constitutes only a portion of what a manager actually does, the individual must
draw upon leadership skills to effectively perform his or her job. It should be noted that
leadership is not limited to relationship-oriented behaviors. As mentioned, leadership
also encompasses many task-oriented activities. However, it is the "people" component
of leadership which typically determines the effectiveness of the manager. As Ghiselli
and Barthol (as cited in Bass, 1981) have shown, successful supervisors view themselves
as, among other things, "loyal...to subordinates...and organizational goals" (p. 287).
Williams (as cited in Bass, 1981) investigated the distinction between effective and
ineffective executives. He found that effective executives demonstrated higher levels of
responsibility, human relations, decision making, and problem solving, whereas
ineffective executives rated organizing and controlling as most important.
It is apparent that the types of skills necessary for effective leadership
performance are more relationship-oriented than task-oriented. This shift in emphasis
corresponds to the changing needs of organizations. Since many companies are
composed of work teams completing multiple projects and because these organizations
are quickly becoming service-oriented, it is necessary for managers and supervisors to
demonstrate leadership skills. Particularly important are those leadership skills that allow
the manager or supervisor to influence his or her subordinates through close contact with
those individuals. Therefore, organizations may benefit from ensuring that their
employees possess relevant leadership skills, thus suggesting the need for training
programs which emphasize skills essential to managerial success. In the following
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section, the investigator will discuss the effectiveness of training programs for managers
and other individuals in positions of leadership.
Effectiveness of Leadership Training Programs
Leadership theories focusing on both behaviors and the contingent relationship
between behaviors and the situation suggest that skills in leadership can be learned
(Conger, 1993; Fiedler, 1967). Since leadership is not solely a quality of the individual,
many individuals may be supplied with the knowledge and skills necessary for becoming
a leader. Many organizations have adhered to the idea that leadership can be taught by
providing such instruction to their managers and supervisors. Likewise, much research
has been conducted regarding the effectiveness of leadership and managerial training
programs (Burke & Day, 1986). Based on the relevant literature, the key questions
regarding this form of training are: "How effective are leadership training programs?",
"What types of leadership training programs are most effective?", "What skills are most
supported through leadership training?", and "What types of skills training result in the
greatest change for specific forms of outcome measures?"
Leadership training programs which follow directly from theories of leadership
have been widely utilized in research and in organizations. These forms of training
emphasize the leader's general ability to monitor his or her environment and respond in a
manner that corresponds to situational demands. In this way, these training programs
guide individuals in how to function in their leadership positions. One of the most widely
researched training programs is Fiedler's LEADER MATCH (Fiedler & Mahar, 1979),
which is based on Fiedler's contingency theory of leadership. The training program
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instructs individuals in how to assess their own leadership style, the favorableness of the
situation, and how to modify that situation to fit the individual's leadership style.
Although LEADER MATCH primarily has been criticized for its lack of correspondence
to Fiedler's contingency theory (Jago & Ragan, 1986), this training program has resulted
in significant changes in learning measures and behavioral ratings. Fiedler and Mahar
(1979) conducted several studies regarding the effectiveness of LEADER MATCH. The
specific populations assessed were police sergeants, middle managers, public works
supervisors, volunteer public health organization managers, military active duty
personnel, and military college students. The leadership training programs for each of
these groups resulted in significant learning and behavioral rating changes after training.
These results suggest that training in leadership can be effective and that different
populations may benefit from this form of instruction.
In addition to more general forms of leadership training, such as LEADER
MATCH, managerial and leadership training programs have incorporated instruction in
specific leadership skills. In a meta-analysis of managerial training programs, Burke and
Day (1986) determined the effectiveness of human relations/leadership training, general
management training, self-awareness training, problem solving/decision-making training,
and motivation/values training. The authors attempted to determine the degree to which
each type of content area resulted in significant changes in specific forms of criteria. The
results of Burke and Day's study showed that human relations/leadership training
(including training in supervision, attitudes toward employees, and communication) was
deemed quite effective across all studies when using subjective learning and objective
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results as criteria. Subjective learning represented trainees' or trainers' perceptions of how
much trainees learned during instruction. Objective results represented hard criteria such
as error rate or reduction in costs. These findings suggest that leadership training can be
beneficial to organizations when using both learning and organizational outcomes as
criteria. In addition to human relations/leadership training, instruction in self-awareness
resulted in significant changes in subjective behavior criteria such as subordinate ratings
of job performance. Motivation/values training also resulted in significant effects,
particularly when objective learning criteria such as pencil and paper tests were utilized.
Finally, neither general management nor problem solving/decision-making programs
were shown to be effective. However, few studies regarding these two areas were
available for analysis, and conclusions about the effectiveness of these forms of training
were drawn with caution.
The findings of studies regarding managerial and/or leadership training suggest
that instruction in this area can result in significant changes in the skills possessed by
individuals in leadership positions. In particular, training related directly to the
relationship-oriented skills involved in leadership may be especially beneficial.
Furthermore, certain types of criteria may best reflect the effectiveness of these training
programs. For example, when measuring self-awareness, it may be best to do so with
ratings by subordinates or peers.
Given the effectiveness of training programs emphasizing leadership skills, it is
important to determine how such skills may be transferred to and maintained in the work
setting. Self-management has been identified as one technique for facilitating skill
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transfer and maintenance. The following discussion addresses the use of selfmanagement techniques as a method of transfer of training.
Self-Management
Defining Self-Management. The term "self-management" may be defined in
several ways depending on the specific aspects and purpose of the process. Kerr (as cited
in Manz & Sims, 1980) views self-management as a "substitute for leadership." In this
manner, "a person displays self-[management] when in the relative absence of immediate
external constraints...he engages in behavior whose previous probability has been less
than that of alternatively available behaviors" (Thoreson & Mahoney, 1974, p. 12). This
view of self-management emphasizes the absence of a manager or leader. Other
definitions of self-management view it as a technique that may be applied by any
individual in any setting, regardless of the degree of external control. Luthans and Davis
(1979) conceptualize what they term as "behavioral self-management" as "the manager's
deliberate regulation of stimulus cues, covert processes, and response consequences to
achieve personally identified behavioral outcomes" (p. 43). The goal of such a process is
to either "change or maintain one's own behavior" (Cole & Bambara, 1992, p. 193)
through a modification of either the antecedents or consequences of that behavior.
Components of Self-Management. The antecedent/consequence framework for
self-management may be used to categorize specific components of the process. These
components commonly have been included in self-management training programs
(Frayne & Latham, 1987; Gist et al., 1990; Wexley & Baldwin, 1986). In terms of
antecedents to target behaviors, individuals often are taught to self-instruct themselves, or
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to covertly or overtly verbalize instructions which are meant to modify and/or maintain
behavior. For example, an individual who repeatedly tells himself or herself to look at
his or her watch may learn to be on time for important events.
Another component of self-management, self-monitoring, may be included under
the heading of either antecedents or consequences. With the antecedents of a behavior,
an individual may observe the events leading up to the behavior and record those events
and the behavior that follows. With the consequences of behavior, an individual may
observe and record the target behavior, as well as the results of that behavior. The goal in
either case is to closely attend to the stimuli affecting an individual's behavior. Also
related to the consequences of behavior is the process of self-evaluation, or "the
comparison of one's own behavior against either a self- or externally-determined
standard" (Cole & Bambara, 1992, p. 194). After evaluating a target behavior and the
consequences of that behavior, an individual may modify the action based on the degree
to which it corresponds to the behavior and consequences expected by the individual.
The final main aspect of most self-management programs is self-reinforcement, which is
the self-administration of behavioral consequences. An individual may modify his or her
behavior by providing himself or herself with various types of rewards (e.g., praise) or an
activity enjoyed by the person.
In addition to the components of self-management mentioned above, goal setting
often has been included in programs regarding this process (Frayne & Latham, 1987; Gist
et al., 1990). Research on goal setting has demonstrated that specific, difficult goals
typically result in higher levels of organizational outcomes than do general, easy goals
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(Latham & Yukl, 1975; Locke, Shaw, Saari, & Latham, 1981). The literature concerning
self-management has incorporated this evidence and has shown that goal setting is an
important aspect of the self-management process. The effectiveness of goal setting has
been attributed to the fact that goals motivate individuals to expend "effort and
persistence" (Gist et al., 1990, p. 519) in performing tasks. In this manner, goal setting
may facilitate demonstration of the individual processes of self-management, thus
maintaining performance of newly acquired behaviors.
Self-Management as a Transfer Method. Self-management often is utilized as a
method of training transfer (Frayne & Latham, 1987; Gist et al., 1990; Kanfer, 1986). As
a transfer method, self-management serves two main purposes: to ensure that newly
learned skills are generalized to the work setting and to increase the likelihood of skill
maintenance over time (Gist et al., 1990). In a review of self-management literature,
Fantuzzo, Polite, Cook, and Quinn (1988) found that student-managed behavioral change
programs were more effective in producing generalization and maintenance of skills than
were programs conducted by a teacher. Additionally, individuals must learn to perform
newly acquired skills on their own, without guidance of other individuals (Kazdin, 1984).
By utilizing self-management techniques, individuals may learn to control their own
behavior, thus supporting transfer of skills to the work setting. Finally, self-management
principles serve as a method of training transfer by making newly learned skills more
automatic (Kanfer & Gaelick, 1986). If individuals possess techniques that allow for a
much simpler application of newly acquired skills, the transfer of these skills will be
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more likely to occur. Such transfer is particularly important in positions which include
complex behaviors such as those involved in leadership.
Self-Management and Leadership. Self-management has been described as a
"substitute for leadership" (Manz & Sims, 1980), wherein individuals learn to perform
without external control of a leader. However, individuals who are in leadership
positions also may utilize the techniques associated with self-management. Marx (1982)
has suggested that leaders who are attempting to modify situational factors benefit from
the self-monitoring and self-reinforcement aspects of self-management. In order to
change one's situation, the individual must be aware of the surrounding environment
(self-monitoring). To actually modify the situation, the individual must change his or her
behavioral style. This change may be accomplished through self-reinforcement
procedures such as those mentioned earlier. Additionally, because many of the skills
applied by leaders are of a complex nature and require a significant degree of attention for
transfer to the work setting, techniques to ease the transfer process are paramount.
Furthermore, the hectic nature of a leader's position may lead the individual to quickly
abort performance of new behaviors, reverting to old, ineffective leadership behaviors. A
technique such as self-management may prevent such an occurrence, facilitating the
demonstration of newly acquired skills.
Applications of Self-Management. Several individuals have proposed models of
self-management, attempting to specify the mechanisms underlying the process.
However, the question still remains, "How effective are self-management training
programs?" Studies examining the components of self-management shed light on its
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effectiveness. Clinical and counseling psychologists have relied heavily upon selfmanagement techniques to modify the behavior of therapy patients. Much of the research
in the clinical setting has been related to behavioral techniques for weight loss and
maintenance of that loss. Mahoney, Moura, and Wade (1973) and Perri, Shapiro,
Ludwig, Twentyman, and McAdoo (1984) both have shown that self-management
techniques facilitate weight loss and supplement other behavioral treatment programs.
Self-management programs also have been shown to be effective in educational
settings. Glynn (1970) showed that subjects who reinforced themselves for good
performance on a history and geography test maintained higher levels of performance
than those who were not in control of their own reinforcement. Other studies related to
self-monitoring (Hallahan, Marshall, & Lloyd, 1981) and self-instruction (Fish &
Mendola, 1986) have shown that such techniques are effective in producing behavioral
changes in the classroom.
The third main area in which self-management techniques have been applied is
the organizational setting. Studies related to self-management in organizations (Frayne &
Latham, 1987; Gist et al., 1990; Latham & Frayne, 1989; Wexley & Baldwin, 1986) have
made a significant contribution to the literature for several reasons. First, unlike many of
the clinical and educational studies, those conducted in organizations attempt to
incorporate all aspects of self-management, rather than focusing on individual
components only. Additionally, some organizational studies (Gist et al., 1990; Wexley &
Baldwin, 1986) of self-management assess the effects of such a process on more complex
behaviors, such as problem solving and decision making, rather than dealing with more
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objective behaviors (e.g., weight loss). Furthermore, self-management studies concerned
with organizational outcomes are more inherently related to the topic of leadership than
those concerned with clinical and educational issues. The former are more likely to
provide insight into how organizational leaders may benefit from employing the
techniques involved in self-management.
Frayne and Latham (1987) assessed the effects of self-management training
program on attendance in a maintenance department. Subjects either received eight
weeks of self-management training including self-monitoring, self-reinforcement, and
goal setting, and a discussion concerning absenteeism or heard the absenteeism
discussion only. Results showed that those who received self-management training
learned significantly more strategies for dealing with absenteeism than did those in the
control group. Additionally, self-management training participants had significantly
higher attendance rates after a 12-week period than those not receiving self-management
training. A follow-up study by Latham and Frayne (1989) showed that after nine months,
participants who had received self-management training still had significantly higher
levels of attendance than those in the control group. This finding provided evidence that
self-management had supported transfer and maintenance of newly acquired behaviors
learned during training.
Wexley and Baldwin (1986) were primarily concerned with the goal setting aspect
of self-management. In determining the effectiveness of goal setting and selfmanagement as methods of training transfer, the authors compared the effects of assigned
goal setting, participative goal setting, and relapse prevention on learning and behavioral
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measures of time management. Relapse prevention is a technique that focuses on the
failures in performing newly acquired behaviors and incorporates the components related
to the self-management process. In this study, the relapse prevention program did not
include goal setting, as do many other self-management programs. The results showed
that assigned goal setting participants performed significantly higher on the time
management learning measure after an eight-week study period than did participants in
the participative goal setting, relapse prevention, and control conditions. In terms of the
behavioral measure, subjects in both the participative and assigned goal setting conditions
showed significantly greater levels of behavioral change after the eight-week period than
did the relapse prevention and control subjects.
In a related study, Gist et al. (1990) also compared goal setting and selfmanagement techniques as training transfer methods. The self-management training
program in this study included a discussion of goal setting. Results showed that subjects
receiving self-management training performed significantly higher on a negotiation task
than did subjects in the goal-setting condition.
Summary of Organizational Self-Management Studies. Several conclusions may
be drawn from the results of self-management studies related to organizational settings.
Overall, self-management training appears to result in significant changes in behaviors
demonstrated by organizational members. The principles learned during such instruction
facilitate the transfer and maintenance of newly acquired skills. Furthermore, goal setting
has been shown to be an important aspect of self-management programs. Wexley and
Baldwin (1986) demonstrated that goal setting itself was a better method of training
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transfer than relapse prevention when the relapse prevention program did not incorporate
goal setting techniques. This deficiency was corrected by Gist et al. (1990), who
provided a self-management training program which included goal setting principles. In
this study self-management resulted in higher performance and more transfer of skills
than goal setting alone. The results of both studies indicate the importance of goal setting
as a component of self-management. Finally, the organizational self-management studies
demonstrate that the transfer and maintenance of more complex skills such as negotiation
may be supported through self-management training—thereby suggesting that the skills
related to leadership also may be facilitated by training in self-management. As was
mentioned, the complicated nature of the leadership role is likely to significantly benefit
from the self-monitoring, self-evaluation, self-instruction, and goal setting techniques
provided in self-management training.
Summary
The present review of literature concerning leadership and self-management has
indicated the importance of leaders in today's organizations and the need for techniques
designed to transfer and maintain skills learned by these individuals. A discussion of the
principle leadership theories demonstrated a shift in thinking regarding the characteristics
and effectiveness of leaders. The current view of leadership emphasizes a contingency
framework, whereby leader traits and behaviors, as well as situational influences, are all
taken into account. The distinction between management and leadership also showed the
changing nature of leadership roles in today's organizations. Rather than being concerned
only with traditional, task-oriented management functions, effective managers and
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supervisors must become concerned with more relationship-oriented behaviors as well. A
brief review of managerial and leadership training programs showed that leadership skills
can be trained. This corresponds to the current view of leadership which emphasizes that
leadership is not solely a function of inborn characteristics, but rather a combination of
personality, behavioral, and situational factors. Self-management as a technique for the
transfer of newly acquired skills was shown to be effective in clinical, school, and
organizational settings. Specifically, this technique was demonstrated to facilitate the
transfer and maintenance of complex skills, such as those related to leadership positions.
Although no research has been conducted assessing the effectiveness of self-management
in supporting leadership skills training, it is believed that leadership instruction would be
more successful with the addition of training in self-management techniques.
Description of Present Study
The present investigator sought to address the relative lack of research regarding
self-management and its application to complex skills. A leadership training program,
which included instruction related to task assignment, communication, and problem
solving, was developed for managers, supervisors, and group leaders in a small
manufacturing company. In addition to receiving the leadership training, half of the
participants received training in self-management, designed to facilitate transfer of the
leadership skills. The self-management training included many of the self-management
skills described above, such as self-monitoring and self-reinforcement.
To evaluate the effectiveness of the training programs, both learning and
behavioral measures were utilized. The learning measure included items that were both
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related to and unrelated to training. Subordinate, peer, and supervisor ratings of
managers', supervisors', and group leaders' demonstration of leadership skills served as
the behavioral measure. These measures were administered to participants before and
after training. The learning and behavioral measures indicated the degree to which
leadership skills were learned and applied, as well as the extent to which selfmanagement techniques supported transfer of those skills. The specific purpose and
hypotheses this design was intended to test are presented below.
Statement of Purpose and Hypotheses
The purpose of this study is to develop and evaluate a leadership training program
designed to increase the effectiveness of upper-level managers, middle managers, and
supervisors. The investigator also seeks to evaluate the effectiveness of instruction in
self-management in facilitating transfer of newly acquired leadership skills.
In light of the reviewed literature, the following hypotheses are offered:
Hypothesis 1: All training participants will perform significantly better on
training-related items than the training-unrelated items on the postlearning measure.
Hypothesis 2: Self-management training participants will perform significantly
better on the self-management items of the post-learning measure than will the
leadership training only participants.
Hypothesis 3: Self-management training participants will receive significantly
better post-behavioral ratings than will the leadership training only group.

Chapter II
Method
Participants
Participants in this study were 18 employees of a small manufacturing company.
Fifteen of these individuals are group leaders (N = 2), supervisors (N = 4), or managers
(N = 9) who have other employees directly reporting to them. Three participants do not
have other employees directly reporting to them, but perform tasks which require
demonstration of leadership skills. Additionally, all participants are required to complete
a leadership training course as part of their positions. Fifteen of the participants are male,
and three are female. Seventeen of the participants are white, and one is AfricanAmerican. Nine of the participants are in production positions, and nine are in
nonproduction positions, representing the following departments: (a) accounting,
(b) inventory, (c) personnel, (d) research and development, (e) sales and marketing, and
(f) customer service. The average time of employment at the company is 63.4 months.
Design
Participants were randomly assigned to either a group receiving leadership
training only or a group receiving leadership training and self-management training. Prior
to each group receiving training, a learning measure was administered and behavioral
ratings were collected for all participants. Directly after the completion of training for
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each group, the learning measure was administered again. Six weeks after each group's
training, the behavioral ratings were collected again.
Measures
Training Climate Survey. A training climate survey was developed as part of the
organizational-level training needs analysis to measure the degree of support for training
programs provided by the company (see Appendix A). First, issues thought to affect the
success of training programs in the company were identified by two members of the
personnel department. The issue believed to most influence training success was the
degree of support available for training. Next, items for measuring training support were
developed. These 9 items assessed three types of support: (a) participants' support for
training, (b) department/work groups' support for training, and (c) organization's support
for training. The training climate survey form was then developed; included were a
demographic information section, the 9 items, and space for additional comments
regarding support for training. The rating scale for the survey was a 4-point Likert scale.
Mean ratings of 2.5 or less for each item were considered to indicate a positive training
climate.
Training Reaction Survey. A training reaction survey that had been developed for
other training programs in the organization was utilized to determine participants'
reactions to the leadership training program (see Appendix B). The survey, using a 7point Likert scale, measured reactions to three separate areas: (a) opinions concerning the
training itself, (b) opinions concerning the instructor, and (c) opinions concerning the
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amount learned during training and the ability to apply learned information on the job.
Mean ratings of 3.5 or less were considered to represent favorable reactions.
Leatherman Leadership Questionnaire. The Leatherman Leadership
Questionnaire (LLQ) (Leatherman, 1987) was used to assess the degree to which
participants learned information presented during the training program. The LLQ is a
multiple choice examination that measures knowledge related to 27 leadership tasks.
Examples of leadership tasks include "assigning work," "oral (one-on-one)
communication," and "delegating." An individual's score on each task is determined by
multiplying the percentage of items correct by the maximum possible score on the task.
The total score on the LLQ is determined by adding the scores for each individual task.
The internal reliability for the entire questionnaire (covering 27 tasks and 339 items) is
reported as .9706. On average, the LLQ has been shown to be highly valid. Further
details regarding the specific reliability and validity studies may be found in the LLQ
Research Report (Leatherman, 1987). For the present study, a subset of the leadership
dimensions assessed by the LLQ was utilized. According to Leatherman (1987), the
questionnaire allows for customizing of the specific dimensions to correspond to the
needs of the organization. The dimensions selected for the present study represented
leadership skills that were important to participants. The specific dimensions chosen
were based on information gathered during the task/knowledge, skills, abilities (KSA)
analysis. The dimensions on which participants were assessed included the following:
oral (one-on-one) communication, assigning work, delegating, helping an employee make
decisions, giving positive feedback, and problem solving with employees. Of these, four
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(oral one-on-one communication, assigning work, delegating, and problem solving with
employees) were included in the training programs delivered to participants.
Snyder's Self-Monitoring Scale. The short form of Snyder's (1974) SelfMonitoring Scale was utilized to determine the level of self-monitoring displayed by
participants before and after training. The scale is designed to measure the degree to
which an individual is aware of his or her own behavior in a particular setting and adjusts
that behavior to correspond to the demands of the situation. As indicated by Snyder
(1974), individuals who score 11 or above on the Self-Monitoring Scale typically are high
in self-monitoring, whereas those who score 10 or below are generally low in selfmonitoring.
Self-Management Items. The self-management items used in the study were
designed to measure the degree to which participants learned self-management principles
during training (see Appendix C). The seven multiple-choice items were developed by
sampling major topic areas covered in the self-management training module. For each
section of the module, one item was developed and was designed to assess a general
understanding of the major principle involved. Self-management items were scored by
determining the percentage of items answered correctly.
Leadership Performance Survey. Subordinate ratings of supervisors', managers',
and group leaders' demonstration of leadership skills served as the behavioral measure.
Supervisor and peer ratings were collected for the participants who do not have
employees directly reporting to them. A rating scale containing specific leadership
behaviors demonstrated by participants in their positions was developed (see Appendix
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D). Based on the skills identified for training, specific behaviors involved in the
demonstration of the skills were determined. From those behaviors, items that measured
the degree to which the behaviors are displayed by managers, supervisors, and group
leaders were developed. The items were reviewed by members of the personnel
department to ensure that relevant skills were adequately addressed. Once the final set of
items was determined, a rating scale was developed. The scale was a 5-point Likert scale
which assessed the degree to which individuals agree with the items. In addition to the
items, space was provided for other comments regarding managers', supervisors', and
group leaders' demonstration of leadership skills. The same rating scale was used for all
participants.
Procedure
Training Needs Assessment. The procedure for determining training needs will
be described in terms of three steps proposed by Goldstein (1993): (a) organizational
analysis, (b) requirements analysis, and (c) task/KSA analysis. The steps are a systematic
method of determining support for training, the specific leadership tasks, knowledge,
skills, and abilities required in participants'jobs, and the actual content of the training
program. Each step will be briefly defined, and the specific aspects of the steps will be
detailed.
Organizational Analysis. The purpose of the organizational analysis is to
determine those aspects of the organization which may influence the development,
administration, and effectiveness of the training program. These aspects may relate to the
resources provided by the organization or the climate of the organization. After an
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indication by the organization that a leadership training program was needed, several
steps were taken to ensure that support for the development of training and the training
program itself existed.
First, an initial meeting with the president of the company and the personnel
director was conducted to discuss their commitment to the leadership training program.
Both individuals indicated their support and desire to implement a quality leadership
program. Second, a proposal detailing the steps to be taken in developing the training
course, the approximate time frame for doing so, and necessary resources was submitted
to the president and personnel director (see Appendix E). The proposal was approved by
both individuals. During the organizational analysis, a list of all possible leadership
training participants was compiled. All individuals who had employees directly reporting
to them and/or whose job descriptions indicated leadership training as a requirement for
their position were placed on the list. The list of possible participants was given to the
president of the company, who modified and finalized the list of individuals who would
complete leadership training. Next, memos were sent to all training participants
indicating the necessity and describing the development of the leadership training
program. Participants' cooperation during the development phase also was requested. A
slightly different memo was sent to upper-level managers to indicate the particular
importance of their cooperation. These memos may be found in Appendix F. Finally, the
training climate survey was administered to all leadership training participants. All
responses were anonymous, and surveys were returned to a box in the reception area of
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the company. Results of the survey were reported to the training participants via e-mail
or memorandum.
Requirements Analysis. The requirements analysis serves as a preparatory step
for the process of determining the organization's training needs. Three steps were taken
as part of the requirements analysis. First, job descriptions of all training participants
were examined for tasks possibly requiring leadership skills. This approach served two
purposes: (a) to provide an idea of the types of leadership skills which employees in the
organization require and (b) to serve as a supplementary document for the structured
interviews conducted during the task/KSA analysis. The latter point will be discussed
further in the section describing the task/KSA analysis. Second, the task/KSA analysis
method was determined. In order to determine the training needs of the participants, the
steps to be taken were outlined. These also will be discussed in the task/KSA analysis
section. Finally, the participants for the training program were selected to provide
information during the task/KSA analysis since they were most familiar with the
leadership aspects of their positions. Supervisors of participants were not selected since
many of these individuals do not have a true supervisor. Additionally, subordinates were
not chosen since it was believed that they would not be as familiar with the leadership
aspects of the training participants' positions.
Task/KSA Analysis. In order to determine the specific training needs of the
organization's leaders, a task/KSA analysis was conducted. This process identified the
leadership tasks, knowledge, skills, and abilities involved in each participant's job. The
information gathered during this analysis served as the basis for the training content. The
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task/KSA analysis involved two main steps. First, training participants were asked to
rank the ten leadership skills most important to their positions. The listing of skills
provided to participants corresponded to the 27 skills measured by the LLQ (see
Appendix G). The name of the skill and a brief definition of each skill (as supplied in the
LLQ Development Manual) were included on the sheets on which participants provided
their rankings. For each participant, the skill ranked as the most important was given a
score of 10, the second most important skill a 9, and so forth. To determine the
importance of each skill, participants' scores were added for a total importance score.
Second, structured interviews were conducted with each of the training participants (see
Appendix H). The purpose of these interviews was to determine the skills in which
participants felt they were least proficient. This information would provide an indication
of training need and would be used in conjunction with the leadership skill rankings and
job descriptions to develop the content of the leadership training program. During the
interviews, participants were asked to identify specific tasks involving leadership, the
nature of the groups/individuals led by the training participants, and the leadership skills
required for each indicated task. Participants were asked to indicate what they felt should
be included in leadership training, identifying the skills which would benefit them the
most. During the structured interviews, copies of the participants'job descriptions and
leadership skill ranking sheets were available in case individuals required help in
answering the interview questions. After the completion of the structured interviews,
responses of participants were analyzed for mention of leadership skills as important
and/or requiring need. The number of times each skill was mentioned during the
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interviews was noted, providing another indication of the training need for leadership
skills. The results of the task/KSA analysis indicated that the four skills most needed in a
leadership training program for managers, supervisors, and group leaders were assigning
work, delegating, oral (one-on-one) communication, and problem solving.
Training Objectives. The objectives for the leadership training program were
determined from information gathered from the job descriptions, leadership skill
rankings, and structured interviews. The objectives state the behaviors the training
participants should be able to display after completing training and the conditions under
which those behaviors will be demonstrated. Additionally, the behaviors indicated by the
objectives served as the basis for the behavioral ratings which were collected prior and
subsequent to training.
Upon completion of the leadership training program, managers, supervisors, and
group leaders should be able to
1. Clearly communicate with subordinates when assigning and delegating
tasks, when working with subordinates on projects, and when sharing important
organizational information.
2. Clearly assign to subordinates tasks which are related to jobs for customers.
3. Recognize problems in subordinates' performance and work with those
subordinates to find solutions to those problems.
Upon completion of the self-management training program, managers,
supervisors, and group leaders should be able to achieve awareness of their leadership
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roles, to set goals for effective leadership behavior, to achieve goals for effective
leadership behavior, and to maintain behavior related to effective leadership.
Development of Leadership Training Program. The purpose of the leadership
training program was to provide managers, supervisors, and group leaders with the basic
skills they felt were most necessary in demonstrating effective leadership. The
interpersonal and administrative skills highlighted in the training program corresponded
to those identified in the task/KSA analysis as having the most need. The content in the
leadership training program was developed by an outside consultant who utilized
materials from the LLQ administrator's kit, the LLQ items themselves, and other
references concerning skill development.
The leadership training program was comprised of three basic modules, each
focusing on one primary leadership skill. Individual modules were a combination of
abstract ideas, guidelines for application, and exercises designed for practice and
implementation of newly acquired skills. Training allowed for discussion, as well as
interaction, to facilitate the learning process. A separate description of each training
module is provided below.
Module 1: Communication. The main objectives of the communication module
were to identify barriers to and determinants of effective communication, as well to focus
on skills for active listening. In addition, general guidelines for oral (one-on-one)
communication were presented, providing actual steps which may be taken in the
communication process. The exercises in this module were individual and group-oriented
in nature, requiring participants to respond to scenarios depicting effective and ineffective
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communication, to practice techniques for disrupting communication, and to experience
how nonverbal cues work in the communication process.
Module 2: Task Assignment/Delegation. This module primarily focused on
delegation and was supplemented by information regarding the assignment of tasks.
During training, participants were presented with the major aspects of delegation, the
advantages of delegation, guidelines concerning what to delegate, and general rules and
guidelines for the task assignment process. Exercises allowed participants to focus on
tasks in their own positions which may be delegated, helping them to determine what
should be delegated to other individuals.
Module 3: Problem Solving. This module was designed as a step-by-step
procedure for identifying a performance problem, determining the cause of the problem,
and working to obtain a solution to that problem. Guidelines for how to proceed when
the identified problem is the result of a skill deficiency, as well as when it is not, also
were presented. The exercises in this module were essentially the various steps in the
problem solving process, aiding participants in reaching meaningful solutions to
performance problems.
Development of Self-Management Training. In addition to leadership training,
one group of participants received training in self-management techniques. The purpose
of this training was to provide participants with skills to increase their awareness of their
own leadership behaviors, as well as how those actions affect subordinates. The selfmanagement training program was developed by the consultant who produced the
leadership training program. In doing so, research studies and texts concerning the self-
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management process were utilized. Since studies have shown that a more complete selfmanagement training program, including instruction in self-monitoring, self-evaluation,
self-reinforcement, and goal setting is the most effective, these skills were included in the
training program for this study. The self-management training program, like the three
modules of the leadership training program, was a combination of lecture and practical
exercises. Participants learned how to set appropriate goals, how to select measures for
assessing goal attainment, and how to apply relapse prevention in maintaining newly
acquired leadership skills. The exercises in this program were mainly designed to give
participants practice in setting goals and identifying obstacles to goal attainment.
Administration of Training and Pre- and Post-Criterion Measures. Through a
stratified randomization process, training participants were divided into a group receiving
leadership training only or a group receiving leadership training and self-management
training. One week prior to the beginning of training, the behavioral measure was
distributed to subordinates, peers, and supervisors of those participating in the training
programs. Two training participants were not rated before or after training because they
were added to the training roster after the pre-ratings had been assigned. Individuals
providing ratings were given one week to complete the behavioral measure and were to
return the form before training began. Also one week prior to the beginning of training,
all participants were informed of the dates for training and asked to attend a meeting the
day before training began. Two meetings were held, one for each group of training
participants. During these meetings, participants completed the learning measure (the
LLQ) and Snyder's (1974) short form of the Self-Monitoring Scale, requiring
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approximately 1 hour. One of the 18 total participants was unable to attend the meeting
and completed the learning measure and Self-Monitoring Scale on his own time.
As mentioned, participants received either leadership training or leadership
training and self-management training. It should be noted that not all individuals who
participated in training were able to attend all sessions. Six separate individuals were
absent from at least one session and were given the training materials to study before
taking the post-measures.
Training occurred two days of each week for a two-week period. A full week
separated the first and second from the third and fourth sessions due to scheduling
conflicts. One training module, lasting two hours, was presented each day. Both groups
were trained on the same days, one during 12:30 pm sessions and one during 2:30 pm
sessions. The self-management group received an additional two-hour session of training
to allow for provision of self-management principles. On the last day of training for each
group, participants completed the training reaction survey, assessing their opinions of the
instructor, the opportunity to apply learned material, and the course itself. The day
following the final training module, participants completed the learning measure and the
Self-Monitoring Scale.
A few days after completion of the post-measures, participants were asked to
answer seven items pertaining to self-management principles. Since participants
answered these items on their own time, they were instructed not to discuss their answers
with anyone or to refer to any materials they had received during training. Also at this
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time, participants were told that their responses to pre- and posttests would be sent to an
independent company for scoring, and they would receive their results in 4 to 6 weeks.
Six weeks following the completion of training, the behavioral measure was again
administered to subordinates, peers, and supervisors of training participants. Five raters
were responsible for rating a different set of participants during the post-rating session
than in the pre-rating session. This modification was due to changes in the organization's
reporting relationships.

Chapter III
Results
Training Climate Survey
The training climate survey was completed by 14 of the 15 training participants to
whom it was administered (response rate = 93%). One survey was not utilized in the
analysis due to random responding. The demographics for respondents are as follows:
(a) 50% production positions (N = 7), 50% non-production positions (N = 7); (b) 92.9%
male (N = 13), 7.1% female (N = 1); (c) number of months in current position, x = 28.7
months, SD = 34.41; (d) number of months with the company, x = 51.1 months, SD =
34.21. Eight of the nine items in the training climate survey had mean ratings less than
the mean of 2.5 considered to represent a positive training climate. The item (item #9)
whose responses exceeded the 2.5 criterion is as follows: "I feel that there are factors in
the organization that would prevent successful training." Item #9 received a mean rating
of 3.08 and SD of .95. The means and standard deviations for all training climate survey
items may be found in Appendix A.

Training Reaction Survey
The training reaction survey was completed by 16 of the 18 training participants
(response rate = 88.9%). Responses were made on a 7-point Likert scale where
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1 = strongly agree and 7 = strongly disagree. The mean ratings for the three sections of
the training reaction survey were as follows: (a) reaction to the training course, x = 2.09,
SD = .41; (b) reaction to the instructor, x = 1.90, SD = .54; (c) reaction to the amount
learned during training and the opportunity to apply information, x = 2.31, SD = .44.
Means and standard deviations for all training reaction survey items may be found in
Appendix B.
Hypothesis 1: Leatherman Leadership Questionnaire
Hypothesis 1 stated that all training participants would perform significantly better
on training-related items than on training-unrelated items on the post-learning measure
(LLQ). Using relatedness as the independent variable and performance on the LLQ as the
dependent variable, a one-way (training-related items v. training-unrelated items) analysis
of covariance was performed on the post-learning measure to determine differences
between performance on related and unrelated items. The covariate was the scores on the
learning measure administered prior to training. Since each skill area of the LLQ was
based on a different scale, the percentage of correct answers was utilized in the analysis.
As shown in Table 1, after pre-training performance had been taken into account,
there was still a significant difference between performance on items related to training
and items unrelated to training on the post-learning measure (F = 5.062, p = .027). As
hypothesized, performance on training-related items was higher than performance on
training-unrelated items. Means and standard deviations for pre-data and post-data are
shown in Table 2. The interitem reliability for the LLQ was .76.
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Table 1
Analysis of Covariance for Leatherman Leadership Questionnaire Scores

Source

SS

df

MS

F

P

Prescores
(Covariate)

10045.300

1

10045.300

45.551

.000

Related v.
Unrelated

1116.215

1

1116.215

5.062

.027

Explained

15296.342

2

7648.171

34.681

.000

Residual

23155.325

105

220.527

Total

38451.667

107

359.361

Table 2
Descriptive Statistics for Leatherman Leadership Questionnaire Pre- and Post-Data
(Training-Related v. Training-Unrelated Items)

Pre
Items

Post

x

SD

N

x

SD

N

Training-related

55.47

17.25

72

61.65

16.37

72

Training-unrelated

41.25

20.53

36

46.86

20.12

36
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A Tukey HSD analysis was performed to determine which specific skill areas of
the LLQ were significantly different from one another. Decision making was
significantly lower than all skill areas except assigning work (p < .05). Additionally,
assigning work was significantly lower than problem solving (p < .05). Means and
standard deviations for pre-data and post-data are shown in Table 3.

Table 3
Descriptive Statistics for Leatherman Leadership Questionnaire Pre- and Post-Data (by
Skill Area^)

Post

Pre
Skill Area

X

SD

N

X

SD

N

Assigning work

52.44

10.75

18

50.94

10.86

18

Communication

52.17

17.02

18

61.83

16.33

18

Delegating

56.67

19.70

18

65.00

17.24

18

Problem solving

60.61

19.98

18

68.83

15.80

18

Decision making

35.00

16.42

18

37.44

14.98

18

Positive feedback

47.50

22.69

18

56.28

20.53

18
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Self-Monitoring Scale
Using training group as the independent variable and self-monitoring scores as the
dependent variable, a one-way (leadership training only group v. self-management
training group) analysis of covariance was performed on the post Self-Monitoring Scale
scores to determine differences between groups' levels of self-monitoring. Results show
that there was not a significant difference between the two training groups in their levels
of self-monitoring after training was completed (F = .366, p = .554) (see Table 4). Means
and standard deviations for pre-data and post-data are shown in Table 5.

Table 4
Analysis of Covariance for Self-Monitoring Scale Scores

Source

SS

df

MS

F

p

183.532

1

183.532

35.184

.000

1.907

1

1.907

.366

.554

Explained

184.032

2

92.016

17.640

.000

Residual

78.246

15

5.216

262.278

17

15.428

Prescores
(Covariate)
Group

Total
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Table 5
Descriptive Statistics for Self-Monitoring Scale Pre- and Post-Data

Pre

Post

Training Group

x

SD

N

x

SD

N

Leadership only

6.56

2.92

9

7.22

3.63

9

Self-management

7.67

4.50

9

7.56

4.42

9

Hypothesis 2: Self-Management Training
Hypothesis 2 stated that the self-management training group would perform
significantly better on the self-management items of the post-learning measure than
would the leadership training only group. An independent-samples t-test was performed
to determine differences between the two training groups' knowledge of self-management
principles. As shown in Table 6, results indicate that there was not a significant
difference between the two training groups (t = -.28, p = .782). Means and standard
deviations for the self-management scores were as follows: (a) leadership only group,
x = 63.44, SD = 14.55, N = 9; (b) self-management group, x = 61.78, SD = 10.20, N = 9.
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Table 6
Independent Samples t-test for Self-Management Question Scores

Training Group

x

SD

N

t

df

p

Self-management

61.78

10.20

9

-.28

16

.782

Leadership only

63.44

14.58

9

-.28

16

.782

Hypothesis 3: Leadership Performance Survey
Hypothesis 3 stated that the self-management training group would receive
significantly better post-behavioral ratings than would the leadership training only group.
Using training group as the independent variable and behavioral ratings as the dependent
variable, a repeated measures multivariate analysis of variance was performed on the
behavioral measure scores for both training groups. As shown in Table 7, there was a
significant difference between the behavioral ratings of the two training groups (F = 6.79,
p = .021). Contrary to the hypothesized direction, leadership training only participants
received better post-behavioral ratings than did self-management training participants
(leadership only group, x = 1.38, SD = .23, N = 7; self-management group, x = 2.05,
SD = .55, N = 9—note that lower numbers represent better ratings). Means and standard
deviations for pre-data were as follows: (a) leadership only group, x = 1.50, SD = .42, N=
7; (b) self-management group, x = 1.75, SD = .55, N = 9.
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Table 7
Repeated Measures Multivariate Analysis of Variance for Leadership Performance
Survey Ratings—Entire Scale

Source

SS

df

MS

Within +
Residual

3.53

14

.25

Training
Group

1.71

1

1.71

F

P

6.79

.021

Since the items in the leadership performance survey covered three main
leadership skill areas (corresponding to the 3 modules of the leadership training program),
the items were grouped as such and subjected to separate analyses. Prior to grouping the
items, correlations among all items were determined (see Table 8). The majority of items
correlated significantly (p<.05) with one another. Even though items did not cluster in
their respective skill areas, they were still grouped together for statistical analyses based
on a priori classifications. One item (item #17 - "The manner in which my supervisor
communicates with me negatively affects my work") correlated either negatively or quite
low (.01 to .20) with all items and was removed from the analysis.

Table 8
Correlations Among Leadership Performance Survey Items - Post Scores

Problem Solving
1
1
3
4
5
8
10
11
18
19
2
6
9
14
15
21
22

3
.70

Task Assignment/Delegation

Communication

4

5

8

10

11

18

19

2

6

9

14

15

21

22

7

12

13

16

17

20

23

.77

.60

.69

.72

.68

.73

.53

.67

.63

.73

.62

.80

.75

.78

.64

.72

.73

.76

.07

.65

.75

.91

.83

.77

.48

.56

.85

.62

.63

.79

.83

.70

.82

.80

.66

.66

.80

.87

.90

-.02

.94

.77

.82

.84

.63

.61

.86

.62

.75

.84

.85

.77

.87

.84

.75

.76

.84

.84

.93

.03

.90

.86

.72

.38

.53

.76

.65

.68

.70

.76

.77

.84

.77

.52

.62

.82

.76

.81

.08

.85

.64

.59

.59

.77

.59

.64

.74

.80

.73

.74

.74

.78

.74

.69

.68

.81

-.04

.75

.76

.86

.52

.45

.43

.60

.48

.50

.63

.66

.67

.46

.51

.46

.55

.02

.49

.48

.50

.49

.45

.66

.54

.60

.69

.75

.64

.43

.62

.55

.53

-.06

.55

.49

.73

.57

.73

.76

.62

.81

.77

.59

.82

.76

.73

.93

-.07

.82

.75

.55

.52

.41

.57

.73

.64

.38

.53

.61

.50

.69

.33

.58

.53

.68

.63

.71

.70

.67

.65

.52

.71

.73

.66

.37

.61

.72

.75

.70

.74

.84

.68

.65

.74

.77

.80

-.02

.80

.78

.76

.75

.79

.71

.66

.82

.86

.79

-.14

.85

.76

.79

.80

.66

.62

.78

.79

.68

.03

.74

.68

.84

.64

.64

.78

.78

.83

.09

.83

.7!

.74

.61

.89

.82

.82

.00

.79

.80

.61

.60

.65

.69

.01

.58

.83

.60

.76

-.07

.65

.66

.90

.80

.01

.82

.75

.80

.80

.86

.74

.01

.87

.85

-.07

-.07
.68

oo
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In addition to the correlations among items, coefficient alpha reliabilities were
determined for the entire leadership performance survey, as well as for the three separate
skill areas of the survey. These reliabilities were as follows: (a) leadership performance
survey, « = .93; (b) communication, « = .94; (c) task assignment/delegation, °< = .91;
(d) problem solving, « = .94.
Repeated measures MANOVAs were performed for the individual skill areas
comprising the leadership performance survey. As shown in Table 9, significant
differences were found between the two training groups in the ratings for communication
(F = 6.98, p = .019) and task assignment/delegation (F = 7.34, p = .017), whereas no
significant difference was found for the problem solving ratings (F = 3.84, p = .070). The
means and standard deviations for pre-ratings and post-ratings are shown in Table 10.
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Table 9
Repeated Measures Multivariate Analysis of Variance for Communication.
Task/Assignment, and Problem Solving Behavioral Ratings

Source

SS

df

MS

F

p

2.47

1

2.47

6.98

.019

Delegation

1.79

1

1.79

7.34

.017

Problem Solving

1.03

1

1.03

3.84

.070

Communication
Task Assignment/
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Table 10
Descriptive Statistics for Leadership Performance Survey Pre- and Post-Data fbv Skill
Area and Training Group

Pre
Skill Area & Training Group

x

Post

SD

N

x

SD

N

Communication
S elf-management

1.87

.61

9

2.14

.61

9

Leadership only

1.53

.53

7

1.36

.29

7

S elf-management

1.73

.63

9

1.92

.50

9

Leadership only

1.36

.28

7

1.33

.20

7

Self-management

1.66

.39

9

2.11

.56

9

Leadership only

1.61

.44

7

1.43

.23

7

Task assignment/delegation

Problem solving

The repeated measures MANOVA also indicated that there were no significant
differences between the behavioral ratings provided prior to training and those provided
after training for all participants. However, when broken down by training group, pairedsamples t-tests indicate that the self-management group experienced significantly lower
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post-ratings than pre-ratings (t = 2.237, p = .034), whereas the leadership only group
received slightly higher post-ratings than pre-ratings. This increase, however, was not
statistically significant (t = -1.649, p = .115). The means and standard deviations for the
leadership performance survey pre-data and post-data are shown in Table 11.

Table 11
Descriptive Statistics for Leadership Performance Survey Pre- and Post-Data (by Training
Group)

Pre

Post

Training Group

x

SD

N

x

SD

N

Leadership only

1.50

.42

7

1.38

.23

7

Self-management

1.75

.55

9

2.05

.55

9

Chapter IV
Discussion
To elaborate on findings with the various measures utilized in the study, separate
sections will be devoted to each. Following these discussions, implications of the results
will be addressed. Limitations of the study and future directions for research will
conclude the discussion section.
Specific Analyses
Training Climate Survey. Overall, there appeared to be a positive climate for
training in the organization. Participants' favorable opinions are essential to the success
of a training program since they must choose to learn course material and apply it in the
work setting (Campion & Campion, 1987; Goldstein, 1993). A lack of support for
training throughout the organization would be a clear barrier to learning and application.
As noted, item #9 ("I feel that there are factors in the organization that would prevent
successful training") did not receive entirely favorable responses (as compared to other
items). Although this item did not meet the criterion for positive climate, responses by
participants, on the whole, indicated that a positive training climate did exist.
Additionally, discussions with upper-level management seemed to contradict the result of
item #9; there was strong assurance that the organization was quite willing to support
training and to remove any barriers to a successful training program.
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Training Reaction Survey. The reaction survey employed in the study was quite
important because it indicated the possible degree to which participants would be willing
to apply skills learned during training. If the reactions to a training program are not
positive, it is unreasonable to expect that substantial behavioral changes will occur. The
reactions in the present study were very favorable. All means were less than 3, indicating
that the vast majority of the participants either "strongly agreed" or "agreed" with the
statements in the survey. With a positive training climate and favorable reactions to
training, major barriers to application on the job were not likely to be present.
Hypothesis 1: Leatherman Leadership Questionnaire. The results of the analysis
for the learning measure indicated that participants did learn a significant amount from
their training in leadership skills. As indicated by the analysis of covariance (see Table
1), there were statistically significant differences between performance in areas related to
training content and areas unrelated to training content before training. However, when
those differences were taken into account, there were still significant differences after
training. This result indicates that training did increase participants' knowledge of
information related to training. There was also an increase in knowledge pertaining to
areas not specifically trained, but that increase was not as substantial as it was in areas
that were trained. A paired-samples t-test indicated that the increase for unrelated skills
was not statistically significant (t = 1.77, p = .086), whereas the increase for related skills
was statistically significant (t = 3.25, p = .002). In other words, participants learned what
they were supposed to learn.
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Since there were differences in the post-learning measure between performance on
items related and unrelated to training, it was important to determine which skill areas
were actually driving those differences. Of the six skill areas assessed in this study,
performance in decision making was most different from performance in all other areas.
It is not unexpected that subsequent to training, performance in decision making would be
lower than in other areas since it also was the lowest area of performance on the prelearning measure. Furthermore, there is no explanation for the lower levels of decisionmaking knowledge in the organization. Possibly other leadership skills were more
important to participants, therefore resulting in the poorer performance.
The most interesting result concerning the specific skill areas of the LLQ regards
pre- and post-performance on the "assigning work" skill portion of the questionnaire.
Whereas performance in all other skill areas increased from pre- to posttesting,
performance in assigning work actually decreased. The most plausible explanation is that
emphasis on delegation in the assigning work/delegation training module overshadowed
learning related solely to assigning work. The attention to the delegation information
may have distracted individuals from placing more thought into information related to
assigning work.
Self-Monitoring Scale. Levels of self-monitoring were assessed before and after
training because the researcher was interested in discovering whether self-management
training increased participants' self-monitoring levels. Since self-monitoring is an aspect
of self-management, such an increase was thought to be quite possible. There was no
statistically significant difference in self-monitoring between the self-management
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training group and leadership training only group after training. Additionally, a
dependent-samples t-test showed that all participants' pre- and post-levels of selfmonitoring were not significantly different from one another (t= .53, p = .602). This
result appears to support the idea that the self-monitoring scale is measuring an enduring
personality characteristic rather than a behavior, such as focusing more on one's own
actions. It is possible that self-management trainees are monitoring their behavior more
than those not receiving self-management training, but the scores on the self-monitoring
scale are not designed to reveal this difference. The items on Snyder's (1974) SelfMonitoring Scale focus on characteristics that are typically stable in individuals, rather
than on easily modified behaviors.
Hypothesis 2: Self-Management Training. The analysis on the self-management
items indicated that those who received self-management training did not have greater
knowledge of self-management than other training participants, as measured by the
multiple-choice items. In fact, the leadership training only group performed slightly
better on the self-management items than the self-management group. Caution should be
taken when interpreting these results, however. First, pre-self-management data were not
collected. Therefore, performance prior to training could not be taken into account.
Without such pre-training data, changes due to self-management training could not be
assessed. However, even if learning did occur, the self-management training still was not
completely successful since self-management trainees did not possess significantly
greater knowledge of self-management than leadership only trainees. Training may have
been unsuccessful due to the minimal amount (2 hours) of training in self-management.
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The self-management training for this study is compared to other self-management
training programs (eg., Gist et al., 1990; Wexley & Baldwin, 1986), which have included
longer (i.e., 14 days) training sessions and which have resulted in significant learning
among participants.
Hypothesis 3: Leadership Performance Survey. The purpose of training in selfmanagement was to facilitate the transfer of skills learned during the three leadership
training modules. The behavioral ratings utilized in the leadership performance survey
were designed to measure whether self-management actually worked as a transfer of
training method. The expectation was that those who were taught to be more aware of
their own leadership behavior and how they related to those being led would more
proficiently demonstrate learned leadership skills, as assessed by the behavioral ratings.
The results showed that those who did not receive self-management training actually
demonstrated more proficient leadership skills than those who did receive selfmanagement training. The difference between the two groups was both statistically and
practically significant.
Three plausible explanations may be offered for the outcome in the behavioral
rating analysis. First, the leadership training only group had higher behavioral ratings
than the self-management training group prior to training. Also, the self-management
group experienced a significant decline in their ratings from pre- to post-rating periods,
whereas the leadership only group had slightly higher ratings from pre- to post-rating
periods. If, in fact, the self-management group did not learn self-management principles
(as indicated by the analysis on the self-management items), then it is understandable why
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the self-management group did not increase its behavioral ratings subsequent to training.
It is essential that participants understand certain principles before they can actually apply
them.
A second explanation for the behavioral rating results highlights the effects
situational influences often have on the success of training programs and statistical
analyses. There is anecdotal evidence to suggest that some of the self-management
training participants were having difficulties with certain employees at the time of the
ratings, as reflected in the ratings provided by those subordinates. In fact, a few of the
self-management participants had provided fairly negative comments with their
behavioral ratings, which typically had little relation to the skills being assessed.
Although the climate and reaction surveys indicated a very favorable environment for
skill application, comments made subsequently with the behavioral ratings may have
indicated situational barriers to transfer of training. Any conflict between leaders and
subordinates could clearly affect the rating process.
A final explanation for the behavioral rating results relates to the sensitivity of the
rating scale. Ostroff (1991) has indicated that such measures often do not detect changes
incurred from training. Although differences in participants' behaviors may result from
training, certain aspects of the measure (e.g., restricted rating scale, general items) may
prevent the discovery of such changes. Since the rating scale used in this study focused
on more general behaviors, it is possible that the measure was not sensitive enough to
detect any behavioral changes experienced by self-management trainees.
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Based on the analyses for the self-management items and behavioral ratings, it
seems likely that the self-management training did not act as a transfer method. The brief
self-management training evidently was not sufficient for supporting the demonstration of
leadership skills for those who received this instruction. Further limitations of the study
will be discussed below.
Implications
The results of this study suggest that training in leadership can enhance
individuals' understanding of leadership and the behaviors associated with leadership. It
appears that the majority of individuals can adopt certain styles or behaviors that make
them more effective as leaders. As current leadership research suggests, leadership is not
just a combination of the appropriate personality characteristics possessed by only a small
portion of individuals. For this reason, organizations, both small and large, could
significantly benefit from training in leadership skills. Likely advantages of such
instruction include increased subordinate satisfaction, optimal relations between leaders
and subordinates, and higher productivity by all employees of an organization.
Although in this study self-management training did not facilitate the transfer of
leadership skills, the literature shows that such instruction can function as a transfer
method. Additionally, such a transfer method may support transfer of complex
interpersonal skills, as well as technical skills. Therefore, organizations should devote
time to providing additional programs that will support the information important to the
development of leadership and other skills. The extra cost associated with additional
training is likely to be much less than that associated with an unsuccessful training
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program. Furthermore, organizations should recognize the value of self-management
itself. Courses in self-management may enhance the performance of tasks and skills
which have already been learned by employees.
Limitations
The limitations of this study relate to the research design employed, the statistical
analyses, and the training modules. First, no control group was used to determine the
degree of learning from the instructional programs. Although the design employed, that
is, comparing training-related to unrelated skill areas, identified that participants learned
training information, it is desirable to compare a treatment group to a control group. This
type of design would eliminate problems associated with comparing skill areas, some of
which may overlap in content.
Next, self-management data should have been collected prior to training. By
utilizing a posttest only design, any differences between training groups must be
interpreted with a degree of caution. Pre-data allow differences prior to training to be
taken into account, thus more confidently measuring the effects of an intervention.
The third limitation involves the time period for collecting post-behavioral
ratings. Goldstein (1993) suggests the optimal amount of time between training and
collection of post-data is three months. Although it is unlikely that additional time would
have uncovered more significant differences in the behavioral ratings in this study, a
period of three months is typically the desired minimum.
Overall, there were small sample sizes in this study, which may have contributed
to a lack of significant results in some of the analyses. It is possible that an effect actually
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occurred, but was undetected due to a lack of power associated with a small sample size.
Additionally, the small Ns require that any significant differences be interpreted with
caution. In such cases, one or two participants may solely determine the statistical
significance that exists between groups. Although the results of the learning measure
analysis did not seem to be affected by such extreme cases, it is very possible that the
leadership training only group had higher ratings than the self-management group because
of inflated ratings for a few of the self-management participants.
Finally, the training modules utilized in this study were only two hours each,
likely too brief to produce more significant learning. For instance, self-management
training may have worked as a transfer method if more time had been devoted to it. Not
only may statistically significant differences result from additional training, but more
importantly, practical differences in learning and application also may occur.
Directions for Future Research
Overall, future researchers should continue to study the effects of selfmanagement in organizations. A significant amount of research in self-management has
been conducted in clinical and school settings. However, there are few organizational
self-management studies, particularly those that examine self-management as a transfer of
training method. Additionally, research should determine the particular aspects of selfmanagement which facilitate newly learned skills in order to provide the best
combination of techniques in self-management training. There also should be an attempt
to determine in which situations self-management is beneficial and which it is not. For
instance, self-management training may help to transfer only certain types of
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interpersonal skills. Finally, it is important to better specify the behaviors expected to be
demonstrated through leadership training and facilitated by self-management. This
greater specificity would allow for more accurate evaluation of training results.
Conclusion
The present investigator has addressed many of the significant training and
development issues facing organizations today. With a growing need to provide
employees with strong leadership, organizations may benefit from developing leadership
skills through instructional programs that focus on such interpersonal skills. The research
in leadership training has shown that most individuals can enhance their own abilities to
guide and support others. Furthermore, the literature in transfer of training and selfmanagement has demonstrated that additional instructional programs may facilitate the
learning of newly acquired complex interpersonal skills. With the knowledge that
leadership training may contribute to organizational goal achievement and that transfer of
training methods serve to enhance leadership skills, organizations may expect that such
training can only lead to greater rewards for leaders and those who are being led.
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TRAINING CLIMATE SURVEY
RESULTS
No. Of Valid Respondents 13

No. Of Respondents 14
No. Administered 15
Response Rate 93%

PLEASE CHECK THE APPROPRIATE RESPONSE
Production 50% fN = 71

Non-Production

Male 92.9% fN = 13~)

Female 7.1% fN = 1)

Number of months in current position
Number of months with company

50% fN = 7)

x = 28.7 months

x = 51.1 months

PLEASE READ THE FOLLOWING DIRECTIONS
1. Carefully read the rating scale, noting the differeneces in each rating from 1 to 4.
2. Read each item carefully and place a circle around the rating that best reflects your opinion.
3. Write any additional comments you may have about support for training programs.

RATING SCALE
1=
2=
3=
4=

I agree with this comment almost always
1 generally agree with this comment but believe there are some instances when it is not true
1 disagree with this comment since it is rarely true
1 strongly disagree with this comment since it is almost never true

1. (Company name) supports training that helps employees better perform their jobs.
x = 1.46, SD = .66, N = 13
2. In performing my job, I feel that my co-workers support my use of new skills learned during training.
x = 1.46, SD = .66, N = 13

Appendix B
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3. I am open to new training programs that I believe will be beneficial to me.
x = 1.15, SD = .38, N = 13
4. I try to use the skills that I learn during seminars, training courses, etc.
x = 1.08, SD = .28, N = 13
5. I encourage and support others' use of skills learned during training.
x = 1.38, SD = .51, N = 13

6. My department is supportive of training that increases the skills of its employees.
x = 1.08, SD = .28, N = 13
7. Although issues other than training are more important to the organization at a given time, the company
still places a substantial amount of emphasis on training programs.
X

= 1.62, SD = .65, N = 13

8. If they are of high quality, training programs at (company name) have a good chance of making a
difference in employee attitudes and behaviors.
x = 1.38, SD = .51, N = 13

9. I feel that there are factors in the organization that would prevent successful training.
x = 2.92 (3.08)*, SD = .95, N = 13

*Survey #14 is questioned for having possible misresponding on this item. This is a reverse item and does
not correspond to responses on other items. 2.92 represents mean rating with Survey #14 item #9 included,
and 3.08 represents rating without the item.

Please use the space below to comment on any ratings or to provide additional information about
support for training.

Survey No. 3

I think training is a tool that will allow anyone that applies it
to be more successful in their current position or a position
seeking in the future.

Survey No. 10

When possible, individuals on the same management level
should attent the same management training at the same time.
The way they can support one another in their management
and leadership efforts. The may also discuss the content of the
the training which helps interpretation and understanding of
material. This will reinforce their usage of the information.
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Like the time management seminar. Most everyone, if not
everyone, still uses his planner because everyone attended at
the same time.
I do feel there should be some separation between levels to
promote motive for advancement.
I have been [the company] for 6 Vi years, and the time
management seminar is the only leadership/management
seminar I have been asked to attend. I greatly look forward to
value to [the company] by improving my leadership/
management skills.
Survey No. 14

Response to item no. 4 ~ Although we have been through very
few seminars, I want to go to seminars to use new skills.
Response to item no. 7 ~ This is a new wave that I hope will
continue.
Additional comments ~ If you look back, other than training
programs for the shop and engineering (ProE), there has been
very little training set up for other departments. So it is hard
to evaluate past training. Print reading was good. AutoCad
training was very poor. The instructor was not ready to give
the training we needed. Time management was good. That is
the only training for our department in 5 years.

THANK YOU FOR YOUR TIME AND COOPERATION!
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TRAINING PROGRAM EVALUATION RESULTS
(Leadership Training)

Since it is our company's goal to deliver training which will help you perform your job more effectively, we
would like for you to give us your impressions of the instruction you have just received. Please respond to
the questions as honestly as possible; the development of future programs will greatly depend on your
comments. Also, note that responses are anonymous and that confidentiality will be maintained.
Comments are in no way related to evaluations of your performance on the job. Thank you for your
time, and congratulations on successful completion of training in leadership skills.

Please use the following scale to respond to the questions below. Place a circle around the number which
best represents your opinion.
1 = Strongly Agree
2 = Agree
3 = Somewhat Agree
4 = Uncertain
5 = Somewhat Disagree
6 = Disagree
7 = Strongly Disagree
The Training Course
1. Course objectives were clearly identified during training.
1
2
3
4
Results: x = 2.31, SD = .71, N = 16

5

6

7

2. Course objectives were organized in an understandable manner.
1
2
3
4
Results: x = 2.06, SD = .57, N = 16

5

6

7

5

6

7

3. Course material was easy to follow.
1
2
3
4
Results: x = 1.93, SD = .80, N = 16

4. Even though it may have been challenging, I felt like I could learn the course material.
1
2
3
4
Results: x = 2.00, SD = .52, N = 16

5

6

7

6

7

5. I would describe this course as a good course.
1
2
3
4
Results: x = 2.13, SD = .34, N = 16

5
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The Instructor
1. The instructor appeared knowledgeable about the subject matter.
1
2
3
4
Results: x = 1.75, SD = .68, N = 16

5

6

7

6

7

2. The instructor was encouraging and supportive.
1
2
3
4
Results: x = 1.75, SD = .58, N = 16

5

3. The instructor presented course material in a manner which I could follow.
1
2
3
4
Results: x = 1.94, SD = .57, N = 16

5

6

7

4. The instructor was effective in teaching the leadership skills necessary to be an effective leader.
1
2
3
4
Results: x = 2.13, SD = .81, N = 16

5

6

7

5. I would describe the instructor as a good instructor.
1
2
3
4
Results: x = 1.94, SD = .77, N = 16

5

6

7

6

7

Learning and Application
1. I think I learned much from this training program.
1
2
3
4
Results: x = 2.62, SD = .50, N = 16

5

2. I feel that I possess enough knowledge about leadership to successfully apply it to my job.
1
2
3
4
Results: x = 2.19, SD = .40, N = 16

5

6

7

3. I am able to see how the information in this training program relates to my job.
1
2
3
4
Results: x = 2.13, SD = .62, N = 16

5

6

7

4. I believe that I will have the opportunity to apply the information learned in this training program to my
job.
1
2
3
4
Results: x = 2.31, SD = .87, N = 16

5

6

7
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Please use the space below to provide any additional comments about this training program.
•
•
•
•
•

Felt that the course material was somewhat confusing at times. Training course reinforced some of
my thinking.
Course needs to be done in the morning and not after you have worked an 8 or 10 hour day.
Test is too subjective and has too many backwards negative questions.
I wonder how important the skills taught in the class are to the managers who were not in the class.
I thought the course was good. I would have liked for the test to be given at the end of the day. I
was distracted with other work and could not concentrate on the exam.
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SELF-MANAGEMENT ITEMS

1.

Which of the following is most likely an example of a personal goal?

a.
b.
c.
d.

John wants to increase his productivity rate by 25% over the next 2 months.
John is an engineer and wants to successfully complete a computer software class which will give
him a better understanding of his job.
John wants to maintain a typing speed of 85 words per minute.
John wants to delegate 3 of his major responsibilities by the end of the next week.

2.
is

Choosing to attend a workshop which will better prepare an employee to perform his/her job
most closely associated with which characteristic of goals?

a.
b.
c.
d.

Goals
Goals
Goals
Goals

3.

Which of the following is not true of outcome measures designed to assess the completion of a
goal?

a.
b.
c.

Some performance outcomes are more controllable by an employee.
A goal can always be measured by a single indicator.
It is difficult to obtain objective measures that are not seriously contaminated by extraneous
factors.
The accuracy of a measure is greater if it is obtained repeatedly over a period of time rather than
only once.

d.

must
must
must
must

be
be
be
be

relevant.
challenging, but realistic.
time bounded.
cost effective.

4.

Which of the following should be involved when setting goals for subordinates?

a.
b.
c.

Goal setting meetings should be held at least once a year.
Goal setting meetings should be scheduled in the middle of the business year.
Because teams are comprised of individuals, it it typically best to set goals for each member of a
team when working in a group setting.
Since goals don't take very long to develop, a goal setting meeting should only take approximately
30 minutes.

d.

5.

Self-monitoring serves all but which of the following purposes?

a.
b.
c.
d.

Allows
Allows
Allows
Allows

6.

Which of the following is not true of the self-monitoring process?

a.

We should never use self-administered punishers when modifying our behavior because they will
cause relapse to old, ineffective behaviors.
A self-administered reward typically increases the likelihood of the demonstration of a desired
behavior.
Rewards should be meaningful and easily self-administered.
A punisher may be a disliked activity.

b.
c.
d.

one
one
one
one

to
to
to
to

measure his/her own goal attainment.
understand how he/she is affecting other individuals.
use problem solving skills in measuring performance.
spend less time interacting with other individuals.
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7.

Which of the following is not true of relapse prevention?

a.

Reminding yourself of the positive consequences associated with a desired behavior is an example
of a coping strategy.
You never really can identify barriers to demonstration of desired behaviors.
Developing a list of coping strategies will help to prevent relapse.
Relapse occurs quite often following a training program.

b.
c.
d.
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LEADERSHIP PERFORMANCE SURVEY

PLEASE CHECK THE APPROPRIATE RESPONSE
Production
Male

Non-Production
Female

PLEASE READ THE FOLLOWING DIRECTIONS.

1. Carefully read the rating scale, noting the differences in each rating from 1 to 5.
2. Read each item carefully and place a circle around the rating that best reflects your opinion.
3. Rate each item as it applies to your subordinate.
4. Write any additional comments you may have about your surbordinate's demonstration of
leadership skills.

RATING SCALE
1
2
3
4
5

=
=
=
=
=

1 almost always agree with this comment
1 generally agree with this comment but believe there are some instances when it is not true
Undecided
1 disagree with this comment since it is rarely true
1 strongly disagree with this comment since it is almost never true

***WHEN RESPONDING TO THE ITEMS, BE SURE TO THINK ABOUT THE SCALE.
PLEASE DO NOT RESPOND RANDOMLY TO THE ITEMS!
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

1.

My subordinate asks for others' ideas when helping them with a problem.
1

2.

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

My subordinate makes sure that others will be able to deal with a given problem in their work if it
occurs again in the future.
1

9.

4

My subordinate communicates negative information in a constructive manner.
1

8.

3

My subordinate explains task assignments in a clear manner.
1

7.

2

My subordinate is able to recognize problems occurring in others' work.
1

6.

5

When a problem occurs in others' work, my subordinate is willing to help determine a solution.
1

5.

4

My subordinate helps to find a solution that will prevent a given problem from occurring in others'
work in the future.
1

4.

3

After assigning a task, my subordinate checks on the progress of others' work.
1

3.

2

2

3

4

5

Before assigning a task, my subordinate makes sure that others have enough knowledge of the task
for them to perform it.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

10.

My subordinate allows others to be involved in solving problems in their work.
1

11.

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

The manner in which my subordinate communicates with others negatively affects their work.
1

18.

4

My subordinate is able to "get to the point" in communicating his/her ideas.
1

17.

3

My subordinate asks others if they understand a task when it is assigned.
1

16.

2

My subordinate understands a task well enough himself/herself before assigning it to others.
1

15.

5

When my subordinate provides others with important information (information related to others'
work or to the company), that information is complete and correct.
1

14.

4

When paper work (such as a blueprint) is supplied with a task assignment by my subordinate, it is
complete and understandable.
1

13.

3

My subordinate asks for others' ideas when helping them with a problem.
1

12.

2

2

3

4

5

My subordinate helps others understand why a given solution was used to correct a problem in
their work.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

19.

My subordinate tries different solutions to problems in others' work.
1

20.

5

2

3

4

5

2

3

4

5

My subordinate is willing to answer others' questions about a task before, during, and after
assigning it.
1

23.

4

My subordinate provides others with information that is important to performing a task.
1

22.

3

My subordinate makes sure that important information is communicated to all relevant individuals
in the same manner.
1

21.

2

2

3

4

5

My subordinate expresses his/her ideas in a clear manner.
1

2

3

4

5

Please use the space below to comment on any ratings or to provide additional information about
your subordinate's demonstration of leadership skills.

THANK YOU FOR YOUR TIME AND COOPERATION!
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LEADERSHIP PERFORMANCE SURVEY

PLEASE CHECK THE APPROPRIATE RESPONSE
Production
Male

Non-Production
Female

PLEASE READ THE FOLLOWING DIRECTIONS.

1. Carefully read the rating scale, noting the differences in each rating from 1 to 5.
2. Read each item carefully and place a circle around the rating that best reflects your opinion.
3. Rate each item as it applies to your supervisor.
4. Write any additional comments you may have about your supervisor's demonstration of
leadership skills.

RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

***WHEN RESPONDING TO THE ITEMS, BE SURE TO THINK ABOUT THE SCALE.
PLEASE DO NOT RESPOND RANDOMLY TO THE ITEMS!
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

1.

My supervisor asks for others' ideas when helping them with a problem.
1

2.

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

My supervisor makes sure that others will be able to deal with a given problem in their work if it
occurs again in the future.
1

9.

4

My supervisor communicates negative information in a constructive manner.
1

8.

3

My supervisor explains task assignments in a clear manner.
1

7.

2

My supervisor is able to recognize problems occurring in others' work.
1

6.

5

When a problem occurs in others' work, my supervisor is willing to help determine a solution.
1

5.

4

My supervisor helps to find a solution that will prevent a given problem from occurring in others'
work in the future.
1

4.

3

After assigning a task, my supervisor checks on the progress of others' work.
1

3.

2

2

3

4

5

Before assigning a task, my supervisor makes sure that others have enough knowledge of the task
for them to perform it.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = I strongly disagree with this comment since it is almost never true

10.

My supervisor allows others to be involved in solving problems in their work.
1

11.

2

2

2

2

2

2

3

3

3

2

4

5

4

5

4

5

4

5

3

4

5

The manner in which my supervisor communicates with others negatively affects their work.
1

18.

3

My supervisor is able to "get to the point" in communicating his/her ideas.
1

17.

5

My supervisor asks others if they understand a task when it is assigned.
1

16.

4

My supervisor understands a task well enough himself/herself before assigning it to others.
1

15.

3

When my supervisor provides others with important information (information related to others'
work or to the company), that information is complete and correct.
1

14.

5

When paper work (such as a blueprint) is supplied with a task assignment by my supervisor, it is
complete and understandable.
1

13.

4

My supervisor asks for others' ideas when helping them with a problem.
1

12.

3

2

3

4

5

My supervisor helps others understand why a given solution was used to correct a problem in their
work.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

19.

My supervisor tries different solutions to problems in others' work.
1

20.

5

2

3

4

5

2

3

4

5

My supervisor is willing to answer others' questions about a task before, during, and after assigning
it.
1

23.

4

My supervisor provides others with information that is important to performing a task.
1

22.

3

My supervisor makes sure that important information is communicated to all relevant individuals
in the same manner.
1

21.

2

2

3

4

5

My supervisor expresses his/her ideas in a clear manner.
1

2

3

4

5

Please use the space below to comment on any ratings or to provide additional information about
your supervisor's demonstration of leadership skills.

THANK YOU FOR YOUR TIME AND COOPERATION!
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LEADERSHIP PERFORMANCE SURVEY

PLEASE CHECK THE APPROPRIATE RESPONSE
Production
Male

Non-Production
Female

PLEASE READ THE FOLLOWING DIRECTIONS.

1. Carefully read the rating scale, noting the differences in each rating from 1 to 5.
2. Read each item carefully and place a circle around the rating that best reflects your opinion.
3. Rate each item as it applies to your group leader.
4. Write any additional comments you may have about your group leader's demonstration of
leadership skills.

RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = I disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

***WHEN RESPONDING TO THE ITEMS, BE SURE TO THINK ABOUT THE SCALE.
PLEASE DO NOT RESPOND RANDOMLY TO THE ITEMS!
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RATING SCALE
1=
2=
3=
4=
5=

1.

I almost always agree with this comment
1 generally agree with this comment but believe there are some instances when it is not true
Undecided
1 disagree with this comment since it is rarely true
1 strongly disagree with this comment since it is almost never true

My group leader asks for others' ideas when helping them with a problem.
1

2.

2

2

2

4

5

3

4

5

2

3

4

5

2

3

4

5

My group leader communicates negative information in a constructive manner.
2

3

4

5

My group leader makes sure that others will be able to deal with a given problem in their work if it
occurs again in the future.
1

9.

5

My group leader explains task assignments in a clear manner.

1
8.

4

My group leader is able to recognize problems occurring in others' work.

1
7.

3

2

1
6.

3

When a problem occurs in others' work, my group leader is willing to help determine a solution.
1

5.

5

My group leader helps to find a solution that will prevent a given problem from occurring in
others' work in the future.
1

4.

4

After assigning a task, my group leader checks on the progress of others' work.
1

3.

3

2

3

4

5

Before assigning a task, my group leader makes sure that others have enough knowledge of the
task for them to perform it.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = I strongly disagree with this comment since it is almost never true

10.

My group leader allows others to be involved in solving problems in their work.
1

11.

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

The manner in which my group leader communicates with others negatively affects their work.
1

18.

4

My group leader is able to "get to the point" in communicating his/her ideas.
1

17.

3

My group leader asks others if they understand a task when it is assigned.
1

16.

2

My group leader understands a task well enough himselfherself before assigning it to others.
1

15.

5

When my group leader provides others with important information (information related to others'
work or to the company), that information is complete and correct.
1

14.

4

When paper work (such as a blueprint) is supplied with a task assignment by my group leader, it is
complete and understandable.
1

13.

3

My group leader asks for others' ideas when helping them with a problem.
1

12.

2

2

3

4

5

My group leader helps others understand why a given solution was used to correct a problem in
their work.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

19.

My group leader tries different solutions to problems in others' work.
1

20.

5

2

3

4

5

2

3

4

5

My group leader is willing to answer others' questions about a task before, during, and after
assigning it.
1

23.

4

My group leader provides others with information that is important to performing a task.
1

22.

3

My group leader makes sure that important information is communicated to all relevant individuals
in the same manner.
1

21.

2

2

3

4

5

My group leader expresses his/her ideas in a clear manner.
1

2

3

4

5

Please use the space below to comment on any ratings or to provide additional information about
your group leader's demonstration of leadership skills.

THANK YOU FOR YOUR TIME AND COOPERATION!
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LEADERSHIP PERFORMANCE SURVEY

PLEASE CHECK THE APPROPRIATE RESPONSE
Production
Male

Non-Production
Female

PLEASE READ THE FOLLOWING DIRECTIONS.

1. Carefully read the rating scale, noting the differences in each rating from 1 to 5.
2. Read each item carefully and place a circle around the rating that best reflects your opinion.
3. Rate each item as it applies to your peer.
4. Write any additional comments you may have about your peers's demonstration of leadership
skills.

RATING SCALE
1=
2=
3=
4=
5=

I almost always agree with this comment
1 generally agree with this comment but believe there are some instances when it is not true
Undecided
1 disagree with this comment since it is rarely true
1 strongly disagree with this comment since it is almost never true

***WHEN RESPONDING TO THE ITEMS, BE SURE TO THINK ABOUT THE SCALE.
PLEASE DO NOT RESPOND RANDOMLY TO THE ITEMS!
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

1.

My peer asks for others' ideas when helping them with a problem.
1

2.

2

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

My peer makes sure that others will be able to deal with a given problem in their work if it occurs
again in the future.
1

9.

5

My peer communicates negative information in a constructive manner.
1

8.

4

My peer explains task assignments in a clear manner.
1

7.

3

My peer is able to recognize problems occurring in others' work.
1

6.

2

When a problem occurs in others' work, my peer is willing to help determine a solution.
1

5.

5

My peer helps to find a solution that will prevent a given problem from occurring in others' work
in the future.
1

4.

4

After assigning a task, my peer checks on the progress of others' work.
1

3.

3

2

3

4

5

Before assigning a task, my peer makes sure that others have enough knowledge of the task for
them to perform it.
1

2

3

4

5
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R A T I N G SCALE
1=
2=
3=
4=
5=

10.

1 almost always agree with this comment
1 generally agree with this comment but believe there are some instances when it is not true
Undecided
1 disagree with this comment since it is rarely true
1 strongly disagree with this comment since it is almost never true

My peer allows others to be involved in solving problems in their work.
1

11.

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

2

3

4

5

The manner in which my peer communicates with others negatively affects their work.
1

18.

4

My peer is able to "get to the point" in communicating his/her ideas.
1

17.

3

My peer asks others if they understand a task when it is assigned.
1

16.

2

My peer understands a task well enough himself/herself before assigning it to others.
1

15.

5

When my peer provides others with important information (information related to others' work or
to the company), that information is complete and correct.
1

14.

4

When paper work (such as a blueprint) is supplied with a task assignment by my peer, it is
complete and understandable.
1

13.

3

My peer asks for others' ideas when helping them with a problem.
1

12.

2

2

3

4

5

My peer helps others understand why a given solution was used to correct a problem in their work.
1

2

3

4

5
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RATING SCALE
1 = 1 almost always agree with this comment
2 = 1 generally agree with this comment but believe there are some instances when it is not true
3 = Undecided
4 = 1 disagree with this comment since it is rarely true
5 = 1 strongly disagree with this comment since it is almost never true

19.

My peer tries different solutions to problems in others' work.
1

20.

5

2

3

4

5

2

3

4

5

My peer is willing to answer others' questions about a task before, during, and after assigning it.
1

23.

4

My peer provides others with information that is important to performing a task.
1

22.

3

My peer makes sure that important information is communicated to all relevant individuals in the
same manner.
1

21.

2

2

3

4

5

My peer expresses his/her ideas in a clear manner.
1

2

3

4

5

Please use the space below to comment on any ratings or to provide additional information about
your peer's demonstration of leadership skills.

THANK YOU FOR YOUR TIME AND COOPERATION!

Appendix E
Proposal for the Development of the Leadership Training Program
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Proposal for the Development of the
Leadership Training Program
Jason M. Chadwell
January 12, 1996

Purpose: The purpose of this project is to develop a leadership training program which provides leadership
skills instruction to individuals in managerial/supervisory positions for (company name). The intent is to
instruct employees in skills which apply directly to their jobs. Such skills may either enhance those
currently demonstrated by employees or compensate for the lack of adequate leadership behaviors.
Ultimately, individuals should be able to utilize skills learned during training to more effectively deal with
their subordinates and manage their own roles within the organization.
The following steps indicate tasks which directly involve (company name) employees. Other actions, such
as examining job descriptions, will be taken to develop the leadership program, but will not be listed in this
proposal. Furthermore, a tentative time line will be included to indicate the approximate duration of each
task. Please note that other tasks included in the project, but not listed in the proposal, also require a certain
amount of time to complete.
Step 1. Perform organizational analysis — The organizational analysis is "an examination of systemwide
components of the organization that may affect a training program..." (Goldstein, 1993, p. 36), such as
organizational resources and climate. Conducting the organizational analysis simply assures that all
members of the organization are receptive to training and will be cooperative throughout the development
of the program. Support for the leadership training program has already been provided by Mr.
and
Mr.
and serves as an initial step in the organizational analysis. Additionally, this proposal, which
clearly outlines all developmental steps, is designed to indicate all expectations of the company and to
engender support for the project. The other proposed steps for the organizational analysis are:
1. Send a memo to all individuals involved in the project introducing training and indicating the
purpose of the leadership program. The memo also will address the importance of cooperation and
the information provided by participants.
Completion date: 1-15-96
2. Obtain a list of organizational goals. An understanding of the organization's business goals will
assure that the training program will aid in meeting these goals.
Completion date: 1-19-96
3. Develop and administer an organizational climate survey. The organizational climate survey is
designed to measure the level of support for the training program witnessed throughout the entire
organization. This goes beyond measuring the attitudes of top management since it determines
how participants view leadership training before beginning the program and the degree to which
learned skills will be supported on the job.
Completion date: 1-22-96
At this point, it is important to indicate the necessary resources for the project. In addition to the
employee time spent in the actual training, participants and a subset of other employees will
be providing information during interviews. These interviews will take approximately 30
minutes. Also, to ensure the highest quality training, an industrial psychologist will be used as a
consultant for the project. She will be developing the materials for training and conducting the
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training sessions. Financial resources will be necessary for her consultation fee. Other costs, such
as for paper, pencils, and copies will be necessary.
The entire organizational analysis should be completed by 1-26-96.

Step 2. Perform task/ksa analysis - The task/ksa analysis is designed to measure the specific leadership
functions involved in participants'jobs and the knowledge, skills, and abilities required to perform those
functions. The proposed task/ksa analysis will include the following steps:
1. Develop structured interview for task/ksa analysis. The structured interview allows the
interviewer to gather information about participants'jobs in an orderly, systematic fashion. A
large portion of the information included in the training program will come from these interviews.
Completion date: 1-19-96
2. Interview all training participants and a random sample of subordinates. Although the
information from participants is the main source for training content, it is also useful to
understand the perspective of those who are being led by the training participants. They can
provide information regarding the techniques used by the leaders and the situations in which
these techniques are demonstrated. At this point, I can also determine if the training needs of all
participants are the same. It is possible that production employees need to acquire different
leadership skills than other employees, for instance.
Start date: 1-24-96
Completion date: 2-14-96
3. Develop and administer a leadership skills survey to training participants. The survey is a
means of identifying the most important skills determined in the structured interviews, as well as
when and how to learn those skills. This will provide an indication of which skills to emphasize
during training.
Completion date: 2-28-96
Step 3. Perform a person analysis - The person analysis is designed to measure any special needs of the
training participants which should be addressed during training. This could be in the form of questionnaires
which measure self-efficacy regarding training, for instance. The specific variables of interest have not
been determined at this time.
Completion date: 3-6-96
Step 4. Develop leadership training program. Based on the information gathered during the structured
interviews and the skills survey, the actual content and design of the training program will be determined.
The training will incorporate the actual situations during which leaders must utilize leadership skills and
will provide exercises which allow for the application of learned skills and techniques. The development of
course content and training procedures will be conducted by an industrial psychologist and professor of
psychology at a local university. She also will be delivering the training to (company name) employees.
Completion date: mid April
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Step 5. Deliver leadership training program. To maximize learning among all participants, at least two
sessions will be delivered. This will provide the opportunity to evaluate the effectiveness of the leadership
program, since trained groups may be compared to untrained groups. Additionally, to serve as a research
question for the thesis, one group of participants will be receiving instruction in self-management principles
during leadership training while the other(s) will not. The group which does not receive self-management
training during the leadership source will be given the opportunity to learn this information after all data has
been collected.
Target delivery date: late April - early May
Step 6. Evaluate leadership training program. To determine the effectiveness of the leadership training
program, participants will be measured on performance criteria. It is important to not only evaluate the
degree of learning during training, but also to assess how well participants maintain information learned and
are able to apply that information on the job. Therefore, a follow-up evaluation of the program may be
necessary if time permits, occurring 1 to 2 months after training.

Completion date: late June - early July

Reference
Goldstein, I. L. (1993). Training in organizations: Needs assessment, development, and
evaluation. (3rd ed.). Brooks/Cole: Pacific Grove, CA.

Appendix F
Initial Memos to Supervisors, Group Leaders, and Managers
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MEMORANDUM
To: Supervisors and Group Leaders
From: Jason Chadwell
Subject: Leadership Training Course
Date: January 15, 1996

I am currently in the process of developing a leadership course for employees in positions which require
leadership skills. The purpose of the course is to enhance the skills already used by you, (company name's)
leaders, and to provide you with additional techniques in the area of leadership. Our goal is to increase
your awareness of the influence you have on those whom you supervise and to give you alternatives to the
leadership skills you currently use. Additionally, the information provided in the leadership course should
help you to deal more effectively with external agents such as customers or vendors and other situations
which require you to demonstrate "take charge" behaviors.
Most of you have already provided me with some information regarding the leadership skills you require in
the surveys you completed a couple of months ago. To gain a more complete picture of the leadership skills
you use and the situations in which you use them, I will be sitting down with you and asking you several
questions regarding your leadership duties. At present, I hope to begin speaking with you the week of the
29th. I will contact you and schedule appointments next week. Before I speak with you, I will be sending
questionnaires which assess the climate for training at (company name). A cover letter which will
accompany the questionnaire will explain the purpose of it in more detail.
In the meantime, it will be helpful if you could begin thinking about the leadership aspect of your job. To
help you do this, please concentrate on the following questions.
1. What types of groups or individuals do you normally lead?
2. What specific skills do you typically use in your leadership position? (e.g. communication
skills, decision making skills, etc.)
3. In what situations do you normally demonstrate these leadership skills?
4. Which leadership skills do you perform most effectively and which do you perform least
effectively?
5. What types of information or skills would you most like to learn in a leadership training course?
The information which you supply is very important. It will serve as the basis for the content of the course.
Additionally, your cooperation is vital to developing training which will contribute most to your
performance as a leader. Overall, I want you to be an integral part of course development and evaluation,
offering suggestions about course content when you feel it is necessary.
Once again, I will be contacting you in the next few days to set up times to speak with you. If you have any
questions, please feel free to contact me.
Thank you for your time and cooperation!
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MEMORANDUM
To: Managers
From: Jason Chadwell
Subject: Leadership Training Course
Date: January 15, 1996

I am currently in the process of developing a leadership course for employees in positions which require
leadership skills. The purpose of the course is to enhance the skills already used by you, (company name's)
leaders, and to provide you with additional techniques in the area of leadership. Our goal is to increase
your awareness of the influence you have on those whom you supervise and to give you alternatives to the
leadership skills you currently use. Additionally, the information provided in the leadership course should
help you to deal more effectively with external agents such as customers or vendors and other situations
which require you to demonstrate "take charge" behaviors.
Most of you have already provided me with some information regarding the leadership skills you require in
the surveys you completed a couple of months ago. To gain a more complete picture of the leadership skills
you use and the situations in which you use them, I will be sitting down with you and asking you several
questions regarding your leadership duties. At present, I hope to begin speaking with you the week of the
29th. I will contact you and schedule appointments next week. Before I speak with you, I will be sending
questionnaires which assess the climate for training at (company name). A cover letter which will
accompany the questionnaire will explain the purpose of it in more detail.
In the meantime, it will be helpful if you could begin thinking about the leadership aspect of your job. To
help you do this, please concentrate on the following questions.
1. What types of groups or individuals do you normally lead?
2. What specific skills do you typically use in your leadership position? (e.g. communication
skills, decision making skills, etc.)
3. In what situations do you normally demonstrate these leadership skills?
4. Which leadership skills do you perform most effectively and which do you perform least
effectively?
5. What types of information or skills would you most like to learn in a leadership training course?
The information which you supply is very important. It will serve as the basis for the content of the course.
Additionally, due to the level of your position, your cooperation is particularly vital to developing training
which will contribute most to your performance as a leader. Overall, I want you to be an integral part of
course development and evaluation, offering suggestions about course content when you feel it is necessary.
Once again, I will be contacting you in the next few days to set up times to speak with you. If you have any
questions, please feel free to contact me.
Thank you for your time and cooperation!

Appendix G
Leadership Skill Rankings
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MEMORANDUM
To: Leadership Training Participants
From: Jason Chadwell
Subject: Leadership Training
Date: February 7, 1996

The following is a list of skills which are typically involved in leadership positions. Some of these may be
more representative of your position than others. In determining the main skills which need to be taught
during leadership training, I would like to know what you consider to be the most important. Please
carefully read through the list of leadership skills. After you have become familiar with the definitions of
these skills, select the ten which most represent your job and which are most important. If there are not at
least ten different leadership skills involved in your position, you may select fewer than ten. Once you have
identified applicable leadership skills, rank their importance to your job. Please do not give two or more
skills the same ranking; provide a different ranking for each of the ten identified skills. Also, when giving
your rankings of the leadership skills, provide your own opinions about your own position. Do not identify
skills which you believe others should possess or which the company stresses as being important. One
purpose of providing rankings of the leadership skills is to help you focus on what is involved in your
position. I will refer to the rankings when speaking to you personally about your leadership position.
During that time, I will identify the specific tasks which require leadership and attempt to match those tasks
to the leadership skills. On Friday, I will begin to contact everyone to set up appointments for next week.
I would like to have the rankings back by Friday, February 9, at 4:00 pm. It is very important that you
return these so 1 will have them when I speak to you directly. Also, I must have your name on the forms so
I know who has provided particular rankings. As always, I will be the only person who is aware of your
personal responses.
Thank you for your time and cooperation!
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Leadership Skill Rankings
Name
Skill
1. Assigning Work
Asking an employee to do a special
project or task.
2. Career Counseling
A discussion a leader holds with
an employee to offer the employee
guidance in making career decisions.
3. Coaching Employees
Providing an employee with feedback
on his or her present job
performance.
4. Oral (One-On-One) Communication
The interchange of information, by
speaking and listening, between a
leader and his or her employee.
5. Managing Change
Helping employees effectively deal
with change.
6. Handling Employee Complaints
Giving an employee attention and
respect when he or she has a complaint.
7. Dealing with Employee Conflicts
Managing differences of opinion
between employees, or between an
employee and the organization.

8. Counseling Employees on Attendance, Performance, and
Work Habits
A leader's discussion with an employee
who has unsatisfactory job behaviors.
9. Helping an Employee Make Decisions
Helping an employee analyze a number
of different factors, in order to
make an effective decision.

Ranking
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10. Delegating
Assigning an employee a task which
was, in the past, a part of the leader's job.
11. Taking Disciplinary Action
Counseling an employee on his or her
unsatisfactory job performance, and
invoking a consequence for his or
her behavior.
12. Handling Emotional Situations
Handling employees' emotions, such as
anger or tears, on the job.
13. Setting Goals and Objectives, and Planning with Employees
Helping an employee specify, in
writing, plans to complete specific
projects.
14. Handling Employee Grievances
Handling an initial conversation with
an employee on a real or imagined
wrong.
15. Conducting Employee Meetings
Holding staff meetings with employees
in the leader's section.
16. Giving Positive Feedback
Giving an employee an honest
compliment on his or her job
performance.
17. Negotiating
Conferring or bargaining with an
employee in order to read an
agreement.
18. Conducting Performance Appraisals
A discussion which occurs between a
leader and his or her employee for the
purpose of measuring job performance
19. Establishing Performance Standards
A discussion which occurs between a
leader and his or her employee for
the purpose of measuring job
performance.
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20. Persuading/Influencing Employees
Influencing an employee by appealing
to his or her sense of reason, or
emotions.
21. Making Presentations
Delivering ideas or thoughts to
employees at staff meetings.
22. Problem Solving with Employees
The process of carefully analyzing
problems before taking action.
23. Conducting Selection Interviews
Evaluating and selecting the best
job applicant as a result of an
interview between the candidate and
the leader.
24. Team Building
Actions taken by a leader to help his
or her staff work effectively
together.
25. Conducting Termination Interviews
A meeting conducted by a leader with
an employee for the purpose of
discharging the employee.
26. Helping an Employee Manage Time
Carefully analyzing the effectiveness
of the employee's utilization of time,
and creating more effective ways to
perform his or her work.
27. One-On-One Training
Teaching new employees how to do a
job, or teaching existing employees
how to do a new task.

Appendix H
Structured Interview Form

103
STRUCTURED INTERVIEW
ASSESSMENT OF LEADERSHIP SKILL NEEDS
Name

Position

Date

As I indicated in the memo I sent to you on January 15th, the purpose of this conversation is to gather
information about the leadership aspects of your position. What I want to determine are the specific tasks in
which you demonstrate leadership, the nature of the groups of individuals you lead, and the basic skills you
use when leading others. I would also like to get a sense of what you think should be emphasized during
leadership training. Since you are the one who is going through training, it is important that you tell me
what you would like to learn and to indicate the leadership skills which need to be developed and/or
enhanced.
I realize that it may be difficult to think of your position in terms of which tasks require leadership and the
skills you should demonstrate. I will be asking questions to guide your thinking. This was also a purpose of
the rankings which you provided for leadership skills. I wanted to focus your attention on exactly what is
involved in being a leader, and hopefully you have a fairly good understanding of what I mean by
leadership from the definitions of the leadership skills.
Throughout the interview, you're welcome to take as much time as you need to think of responses which
truly reflect your opinion about your position.
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1. First of all, what are the tasks you perform which you feel require leadership abilities? For instance, a
task related to one position may be to conduct meetings, which obviously takes proficiency in leadership.
On the other hand, another task may involve working with numbers, which doesn't have anything to do with
leadership. If it helps, you can think in terms of the tasks which you indicated for your job description.

2. When you think about the tasks which you've just indicated, what are the skills you need to demonstrate
when you perform them? Try to think in terms of the skills you were asked to rank. What I would like to
do is to go through the tasks and obtain the relevant skills for each.

3. Can you think of a specific incident where your or another person's demonstration of leadership skills
resulted in a significant change in the situation-where a problem was solved or everything worked out well
because of the leadership role you took? If you can't, that's fine.

4. Can you think of a situation which would have ended up much better if you or someone else had
demonstrated more leadership?
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5. Tell me in your own words what you think leadership is or overall what it involves. I'm essentially
asking for your definition of leadership.

6. After you've completed leadership training, what do you want to have learned—what do you want to be
able to do that you might not have been able to do before training?

7. Before we finish, do you have any additional comments regarding leadership training?

